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Qui doc gia than mén,

Ban doc dang cam trén tay cudn sach Ban chuyén

Nhan Iyc 3. Lan nay cé sw khac biét 16n nhat so véi

hai cudn trudce 1a ching t6i khéng chi chia sé kién thitc

va kinh nghiém cta d6i ngti quan tri vién cao cap va

cac nha tw van cia L&A, ma con cé su thong thai cua

nhitng khach moi dang kinh khac nhu: Alan Phan, Huy
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Nam, Koichi Hori, Lé Nguyén Minh Quang, Nguyén Tan
Ky, Paul Brown va Ted Nuyen.

Céc bai viét dugc chia lam nam cht dé xuyén sudt

cac cong doan khac nhau: tir viéc trién khai chién lvgc
phat trién doanh nghiép bang nhiéu sang kién, dén xay
duwng hé théng quan 1y nhan lyc va van hanh n6 mot

cach t6i wu, sau cung la chuyén giao cho bo may ké

thura.

Ban chuyén Nhan Lyc 3 con dwgc xuat ban song

ngtt Viét — Anh véi sy dong gop to 16n cua cac dich gia
va doi ngili duyét ndi dung dé lan téa xa hon dén nhitng
doc gia ngoai cong dong noi tiéng Viét. Co gang dac biét
nay trong nam 2015, danh dau chang duwong 15 nam

ctia Cong ty L&A vd&i nhiéu cot moc va sy kién dang nhg
ma qui vi c6 thé nhan ra trong mot so6 bai viét va hinh
anh cua sach.

14 v

Loi tira

Thanh qua dat dugc trong thoi gian qua, tir mot

do6i ngli 5 nguwdi 15 nam tredc dén nay trén 8,000
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nguoi, khong lam tap thé chiing t6i ng quén trong niém
ti* hao ma dan budc mot cach tu tin va manh mé dén
cung duong mai.

Muoi lam nam t6i day du kién sé cé nhiéu thach

thirc to 16n hon v6i L&A ciling nhut nganh dich vu nhan
lyc néi chung bdi nhitng thay déi toan cau vé cong nghé,
kinh té, xa hoi, chinh tri, vv...Gan hon thi c6 nhitng hiéu
tng t6t xau dan chen trong thi truong lao dong tw do

ctia Cong dong ASEAN, su canh tranh rao riét hon cta
cac tap doan da quoc gia cung nganh dang tham nhap
sau vao Viét Nam...Tuy nhién, chung toi cling nhan ra
nhiéu co hoi dé phat trién 1én mot qui dao méi va da bat
dau phoi hgp véi cac doi tac quoc té hang dau dé mé
rong két n6i véi tri thitc ctia nhan loai nham mang lai
nhitng gia tri cao hon cho khach hang.

Cung phuwong cham véi giai phap dich vu ma

chung t6i cung cap: ‘mang lai hiéu qua t6i wu cho doanh
nghiép trong viéc dau tw vao con ngudi’, nhitng bai viét
duwgc tuyén chon ky cang trong tap sach nay hy vong sé

van mang lai gia tri tng dung cao cho cac doanh nghiép
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trong nhiéu nam téi.

Ban bién tap

Cong ty Le & Associates

Foreword

v 15

FOREWORD

Dear Esteemed Readers,

In your hand is “On Human Capital Development -
Volume 3”, a book created to commemorate the 15th
anniversary of L&A. It features contributions from
many respected guests, such as Alan Phan, Huy Nam,
Koichi Hori, Lé Nguyén Minh Quang, Nguyén Tan Ky,
Paul Brown va Ted Nuyen, as well as other senior L&A
consultants and officers.

The essays in this book are grouped into five topics,
including how to successfully implement a business
strategy, building and operating an efficient human
resource management system, leadership/ownership
succession, and more. Most essays in Vietnamese have

been translated into English so that we can share them
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with our international friends and colleagues as well.
L&A has travelled a long way, from five people fifteen
years ago to around 8,000 today. But this is the past.

At this memorable milestone, we see an exciting road
ahead, with many promises, but also with no less
formidable challenges to L&A and to the human resource
service industry in general - the challenges brought on

by the global changes in climate, technology, and fast

16 v

Foreword

shifting socio-economic and political conditions. L&A
must continue to adapt and grow with these changes.

The coming free market agreement of the ASEAN
Economic Community will undoubtedly result in fierce
competition for work by multinational groups entering the
Vietnamese market. We, however, see these changing
business conditions as opportunities and have prepared
to face these challenges head-on. And we are not going

it alone. Growing with us into the future are our domestic

and top-tier international partners, and our esteemed
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clients, who share our vision.

We are hopeful that you will find the selected writings in

this book helpful in understanding the nature of these

challenges to realize the potential of human capital in

Vietnam, as well as to find suitable solutions. We truly

appreciate your trust in us in the past years and we

value the opportunities to be by your side in the years

to come.

With our warmest regards,

Editorial Board

Le & Associates, JSC.

CHIEN LUQC,

KHAI TRIEN CHIEN LUQC

STRATEGY,

STRATEGY DEPLOYMENT

18 v Chién lugc, khai trién chién lwgc/Strategy, Strategy Deployment
Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment v 19
CHUYEN GIAC MO VAO THUC TAI

PHAM THI MY LE

Nguwdi viét bai nay thich néi va lam chién lvgc,
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khong phai vi nghe n6 oai, ma vi qua nhitng nam kinh
doanh thang tram thi rut ra dwoc bai hoc la chién lwgc
ding déng gop rat rat 16n vao sy thang hoa vugt bac
cta doanh nghiép. Khong c6 y dinh hwéng dan cach
hoach dinh chién lwgc phat trién doanh nghiép hay ban
vé chién lvgc ding sai ¢ day, nguoi viét chi muon chia
sé trdi nghiém ctia minh bang mot cau chuyén thyc vé
truyén tai niém dam mé va y hwéng ctia minh t&i doi ngi
lanh dao va cac nhan vién trong cong ty mot cach cu
thé va dinh lwvgng nhw thé nao va van dung no dé dua

ra cac quyét dinh song con ra lam sao. Bwong nhién,
khong phai tat ca cac chién lvgc ma ban than ngudi viét
chon déu ding ca bai vi rai ro nam & cho dat muc tiéu
chién lwgce phai c6 gia dinh ma chi can mot trong nhitng
gia dinh sai thi di tong ca doanh nghiép. Cau chuyén
sau day ké vé cach ma ban than nguoi viét da trién khai
chién lwgce thanh cac muc tiéu cu thé va chuyén ching
xuong cac tang hoat dong mat cach c6 hé thong, tao
mot hwdng di ro rang, tap trung va lam cho ké hoach

trién khai chién Iwgc c6 kha nang ty diéu chinh.
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20 v Chién lvgc, khai trién chién lwgc/Strategy, Strategy Deployment
Sau khi L&A da di vao guéng may hoat dong 6n

dinh, cung tng cac dich vu tw van-dao tao nhan Iyc cho
doanh nghiép, nam 2009 ngudi viét da chia sé véi HoOi
dong Quan tri vé gidc mo cua minh: mot cong ty chuyén
vé truyén thong truc tuyén, tap trung vao khai thac noi
dung lién quan dén nghé nghiép, viéc lam va dao tao
cho nhom khach hang tr sinh vién dén quan trj vién
trung cap. Lic do6 chiing t6i da c6 mdt trang web vé viéc
lam kha t6t véi doanh s6 quang cdo tuyén dung tir web
cling nhu lién két quang cdo viéc lam véi Bao Tudi Tré
khoang 16 ti dong, v6i nhiéu kha nang cong huwéng tw
cac nguon lyc khac xung quanh. Luu y giai doan nay
Facebook con chwra pho bién tai Viét Nam, LinkedIn chi
mdi bat dau lan truyeén.

Chiing t6i mo vé mot mo hinh kinh doanh nham t&i

thu hit ndi dung ctia cong dong chia sé tir trai nghiém
ban than vé phat trién ca nhan va nghé nghiép, gitip

cho nhitng ngudi khac c6 thé hoc hoéi nhitng kién thikc,

k¥ nang hiéu qua trong thic té€ nhung kho kiém dugc
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trong 16p hoc...ttr d6 khai thac cac san pham quang cao
(listing) viéc lam-hoc hanh phu hgp doi twgng sé dugc
phan khtic kha min vé nhu cau phat trién ky nang va sy
nghiép. Cong ty da di vao hoat dong tir 2010 va duwgc
dau t mot khoan von khong hé nhé cho mot start-up.
Chung t6i chuyén gidc mo nay vao thuc té hoat

dong doanh nghiép bang cach lap mé6t ban dé chién
lvge. Cha diém wu tién nhat 1a thu hit ndi dung chia

sé hitu ich va twong tac vé phat trién ca nhan va nghé
nghiép tr cong dong. Dya vao do, cac sang kién thuc
hién da dugc chia min ra v6i cac phép do va chi tieu
duwgc dinh lvgng cu thé cho cac phong ban trién khai.
Moi viéc chay suon sé, ching toi tap hop dugc 300.000
Chién lvgc, khai trién chién lvgc/Strategy, Strategy Deployment v 21
thanh vién sau mot nam va cam thay minh thuc sy

nam dugc sitc manh truyén thong xa hdi khi chi can
mot bai post 1én dién dan thi mét sy kién offline da c6
hon 300 ngwoi xac nhan ngay; va roi ching toi phai
lu6n vat va tim cho 16n hon dé t6 chitc offline cho cong

dong nay. Doanh s6 bat dau dén tir cic nhan hang,
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cac trung tam dao tao du chwa dat mic cao nhw mong
muon nhung ciing lam ching t6i phan chan. Pinh ky
hang thang chiing t6i ng6i hop véi titng quan ly chu
chot, ra soat cac KPI da cam két dugce phién xudng cho
tirng bo phan tir bang KPI cta cong ty theo bon ngit
canh tai chinh, thi trudng, qui trinh va hoc héi; dé dam
bao moi hoat dong dang chay dung huéng, khong co
nhitng phi pham nguén lwc vo ich, phan tich cac chi s
chwa t6t va dwa ra giai phap t6i wu hoa cac qui trinh, to
chitc nhan lyc, cdi thién nang lyc... Chung toi thi dung
bang KPI cta cong ty dé tran trd, ngam nghia va noi cac
diém sang vGi nhau - no6i gidc mo cia minh véi nhitng
cai hay, cai khé dugc thao luan va thu thap tr cap dudi.
Nhung doi khong nhue mo!

Pén nam 2012, chiing t6i da phai dong ctra mang

kinh doanh nay va qua mét dém, céng ty phai cat giam
vai chuc nhan sy, chi con lai mot nhom tan quan 3 nguoi
ké ca ban than ngwdi viét vi phan tich cho thady qui mo
thi trvong tai Viét Nam bi phan manh va khong du 16n

dé c6 thé dé dang phat trién ma khong phai dau tu thém
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qua nhiéu tién. Bai hoc rit ra dwgc tir trdn nay la du

da c6 mot chién lwgc r6 rang, dwoc trai ra mot cach hé
thdng va cé muc tiéu dinh lwgng cho titng phong ban,
tirng nhan sy nhung sy duy y chi vé qui mo thi treong
trong chién lwgc san pham da phan boi toan bo no luc
cta ca d6i ngiti ching toi. Trong lic dau soi Itra bong,

22 v Chién lrgc, khai trién chién hwgc/Strategy, Strategy Deployment
chinh nho tdm ban do6 chién lwgce dugce két noi vai cac

ké hoach trién khai chi tiét bén dwéi ma chung to6i da
khach quan nhan ra van dé cia ndi tai, nhitng thach

thitc trong xu hwéng thi treong va nhitng tré ngai mau
chot kho khac phuc dugc dé di dén quyét dinh bo tau;

va no ciing mang lai su tam phuc khau phuc véi quyét
dinh déng ctra mang xa hoi nay. Pau lam nhung khong
thé khong hy sinh vi chac chan phan co thé khac cling

sé bi chét theo sém!

Néu khong nho sy vitng vang cia L&A trong giai

doan nay, t6i e la minh sé xudng tinh than khéng phanh.
V@i 3 nhan sy con lai, toi quyét tam bay keo khac. Truwdc

hét t6i cung cac dong sw phan tich lai SWOT va kiém
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dém nhitng gi con dong lai tir mang kinh doanh mang
xa hoi nay nhu cong dong lam noi dung, dit liéu cac
freelancer (cOng tac vién) tiép thi ban hang trai dai toan
quoc,... va thiy rang céng ty con nhiéu tiém nang va co
héi dé cung cap dich vu tiép thi (marketing operation)
cho cac nhan hang vi ho cang ngay cang danh nhiéu
ngan sach hon cho tiép thi mang xa hoi va twong tac
v&i ngwoi mua trén kénh ban hang. Sang kién dung don
bay cong nghé thong tin va online marketing dé tao thé
canh tranh va mang lai gia tri cao hon cho khach hang
trong mang tiép thi tai diém ban qua viéc tang hiéu qua
van hanh trén dién rong toan qudc da gitp ching toi lay
duwgc nhiéu dy an tir nhitng cong ty da quoc gia hang
dau tai Viét Nam. Thuc su la khong dé dé tuyén va giir
duwoc nguoi tai vao thoi gian nay khi cong ty vira qua
mot con dai phau va con non nét trong mot nganh canh
tranh kha gay gat. May man c6 nhitng chién binh thién
chién va that “chi”, ma nguoi viét vo cung cam kich, da
cung chia sé tdm nhin, tin twdng va cung hitng khdi st

Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment v 23
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canh qua cac thang tram su6t nam nam qua dé gio day

cong ty dao chiéu, dat tang tredng cao va dang vuot

qua nguong hoa von.

T chién lwgc tdng quan, ching toi qui hoach dé

KingBee mang lai mot miéng ghép quan trong c6 tinh

tham dung lao dong & linh vuc tiép thi trong nganh cung

tng dich vu thué ngoai (BPO) ma khong dap chan vadi

mang san xudt do L&A da va dang phat huy rat tot. RO

rang gia tri ctia ban do chién lwgc va hé théng quan tri

muc tiéu chién lwgc da khong nhitng gitp cong ty biét di

dau, di thé nao ma con gitp linh dong diéu chinh, vitng

tin sap lai ban c@ khi chién lwgc cii chwa du “thiéng”,

chia sé tam nhin dén tirng nhan vién, thuyét phuc ho di

theo va tao budc ngoat thu vi.

24 v Chién lrgc, khai trién chién lhwgc/Strategy, Strategy Deployment
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PUTTING A DREAM INTO REALITY

PHAM THI MY LE

The author likes to share what she has learnt through

years of ups and downs in doing business that a
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right strategy contributes significantly in corporate
development. Without a strategy, a company wanders
aimlessly; but even with a well thought out strategy, it

is not guaranteed that all will be well. Strategies are

all about the quality of your assumptions; one of them

goes wrong can set you back in time and money. The
following story tells how the author deployed strategy into
concrete objectives and systematically communicated

these strategic objectives down to operational levels

to ensure a clear and focused direction and made the
implementing plan self-adapting.

In 2009, after L&A was well into stable operation supplying
Operation management — Consulting - Training services

in corporate human resources, I shared with the Board
about my dream: A company specialized in online
communication and focus on exploiting user-generated
content about careers, jobs and training for the end

users ranging from students to mid-level managers. At

26 v Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment

that time, we had in hand a job board website and a
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revenue of VND 16 billion in partnership with Tuoi Tre
Newspapers. It’s worth nothing that Facebook was not
as popular and LinkedIn had just started making inroads
in Vietnam then.

We were dreaming about a business model to collect
content of sharing experience by community about
personal and career development in order to help other
people with real knowledge and skills hardly acquired
in classes; to offer listing advertisements of recruitment
— training fit to audience of specific needs of skill and
career advancement. And a new company was launched
and operated from 2010 with a remarkable amount of
investment for a start-up.

We transferred this dream into reality of the business
by creating a strategy map which was connected to
specific innovations with quantified measurements and
criteria for each department. Highest priority was given
to the topic to attract as much as possible valuable
sharing content and interaction about personal and

career development. Everything was going well and
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we collected over 300,000 registrants only in one year.

A post on our forum immediately brought about some

300 registrations for an offline event; and we faced

tough challenge to find bigger and bigger venue for our
community offlines. Revenue started to come from brands
and training centers. Monthly, I had meetings with each
of the key persons to review all committed KPIs, broken
down to each department in 4 perspectives: Financial,
Customer, Internal Process and Learning & Growth, all
by the book, to ensure everything was moving in the
Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment v 27
right direction without any waste of resources, to analyze
underperformed indicators and to put forward solutions
for the optimization of processes, organization and
competencies. I myself used the corporate KPI table to
toss and turn and connect the lit points — my dream and
the good or the bad stuff collected from and discussed
with my subordinates. But life is not a fairy tale!

In the year of 2012, we decided to close this business

and overnight we laid off several dozen of staffs leaving
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a team of only 3 head counts including myself because
the analysis showed that the Vietnamese market was
fragmented and not big enough to facilitate organic
growth without huge additional investment. The lesson
from this exercise was, despite having a clear strategy
systematically rolled out to each department, each staff,

a subjective thinking about market scale in product
development strategy derailed the whole team’s effort.
What made us realize what went wrong was the strategy
map with detailed implementation plans. It manifested
internal problems, market trend challenges and
unsurmountable obstacles for us to reach the decision

to abandon ship. It hurt so badly but we had to sacrifice
sunk costs and look for ways to salvage the operation.
With 03 remaining headcounts, I was determined to learn
from the past experience to launch a new initiative. Firstly,
my team and I analyzed SWOT, counted the remained
assets from social network business, such as content
community, database of nationwide trade marketing

freelancers. We realized that this business still had many
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potentials and great opportunities to provide brands
Marketing Operation Service. Businesses spent much

28 v Chién lvgc, khai trién chién lwgc/Strategy, Strategy Deployment
money for social media marketing and direct interation
with buyers on distribution channels. Our initiative was

to leverage IT and online marketing resources to create
new competitive advantages and higher added values

to clients in trade marketing by improving nationwide
operational effectiveness. This strategy helped us win
many projects from leading multinational companies in
Vietnam. It was not easy at all for our company to recruit
and keep talents in this period just after such a “critical
surgery” and still “young and green” in a very competitive
industry. Luckily, some capable and “die-hard” warriors
shared my vision, and together with me overcome the

ups and downs during the last 5 years.

We have finally turned the business around and set on

our course for high growth. From an overall strategy

for our group of companies, KingBee now clicks to our

BPO (business process outsourcing) business master
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plan as the service provider of labor intensive marketing
operation, rounding out the total turn-key human
resource solution offered by L&A.

Obviously, the strategy map and strategic objective
management system helped us not only know where
and how to get back on track, but also flexibly adapted,
confidently reshuffled once the old strategy did not
work as expected; shared new business vision to staff;
persuaded them to follow and made a dramatic turn-
about.
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TU DO HOA LAO PONG AEC1 -

PUQC VA MAT

NGO PINH PUC

Xu huwéng dich chuyén nhan sy 2015

Sau giai doan vugt qua khing hoang tai chinh toan

cau, Viét Nam dang dan ldy lai da tdng trudng trong
giai doan 2013-2014. Niém tin dan khoi phuc va Viét
Nam dang la diém dén hap dan cia dong von dau tw

nuwdc ngoai, va cling la diém dén hang dau cho viéc
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thué ngoai trong nam 2015 theo khao sat cuia Cushman

& Wakefield. Theo d6, ching t6i nhan thay c6 su dich

chuyén dang ké trong nhu cau nhan lyc bat nguon twr sy

thay doi cia dong von dau tu:

Thi nhat, sy thay doi co cau cta dong von FDI

vao Viét Nam bao gom co cau nganh nghé véi 70% von

dang ky tap trung vao nganh san xuat va gia cong va chi

10% chdy vao bat dong san. Dién hinh la cac cong ty

cong nghé cao nhuw LG, Samsung, Microsoft,... chuyén

cac nha may tr Trung Quoc va cac nwdc khac sang

1. AEC: Cong dong kinh té ASEAN (tiéng Anh: ASEAN Economic
Community, viét tat: AEC) la mot khai kinh té khu vire cta cac quoc
gia thanh vien ASEAN.
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Viét Nam. Ngoai ra, von dau t Nhat vao Viét Nam bung

no nhanh & rat nhiéu nganh san xuat va dich vu.

Thit hai, trong linh vire dau tw gian tiép, cac nha

dau tw Thai Lan tham nhap thi trweong phan phoi si va lé

thong qua M&A vaéi cac thwong vu Metro, Nguyén Kim,

B’s Mart, Central Mart... cling tao nén mot lyc cau lao
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dong 16n cho nganh nay. Theo do, nhom nganh Logistic
tai Viét Nam ciing phat sinh nhu cau nang cap, phat
trién va cong nghé hda.

Thit ba, cac doanh nghiép dan doanh da no luc

tang trdng va phat trién bén virng dé canh tranh khoc
liét v&i cac doanh nghiép cé von dau tw nwdc ngoai.
Tuy nhién qua trinh m@& réng kinh doanh da phan khiém
ton va han ché do thiéu nguén luc vé tai chinh va nang
lyc quan tri doanh nghiép. Thong qua cac thuvong vu
M&A gan day vdi cac nha dau tw chién lwgc nwdc ngoai
vao cac doanh nghiép 16n nhu Kinh 6, Masan, ICP,...
sé gitip thém nhiéu doanh nghiép Viét c6 nang lwc canh
tranh va m& rong hoat dong trong twong lai.

Thit tw, nhom nganh Hospitality (Khach san-Du
lich-Nha hang...) dugc nha nwéc dac biét nhan manh
trong 16 trinh phat trién 2020 nham dén dau hwéng du
lich t6i Viét Nam.

Thit nam, viéc hoi nhap thi trvong lao dong chung

ctia AEC c6 hiéu lyc tr 2015 nay. Béao cao ti ILO cho

thdy AEC sé day manh cac xu huéng chuyén doi co
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cau hién tai. Ty trong viéc lam ctia nganh cong nghiép
sé tang lén t6i 23,5% trong tong viéc lam vao nam 2025,
ma ty trong cua nganh dét may va xay dyng twong ng
la 5,7% va 8%. Dac biét, bdo cao chi ra rang, véi sy

md& rong dang ké cta nganh mau dich va van tai hang
héa, dich vu sé trd thanh khu vuc tao viéc lam chu luc
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trong nén kinh t€, chiém 41,3% tong viéc lam cta ca
nuac. Trai lai, ty trong viéc lam cuia nganh nong nghiép
sé gidm xudng con 35,2% vao nam 2025. Tuy nhién,
nganh néng nghiép van tao ra khoadng 22 triéu viéc lam
cho ngudi lao dong, tang 2 triéu lao dong so vGi boi
canh khong hoi nhap AEC.

Nhitng lan song nay co khuynh huéng gia tang va

la m6t dong lyc 16n cho sy cai thién vé chat lwong,

nang suat lao dong thay cho thi trong lao dong truée
day chu yéu la gia cong, ché bién dya trén so lwgng
nhan cong dong va tay nghé thap. Do do, Viét Nam phai
nang cao k§ nang va trinh do nhan lyc bén canh viéc cai

thién nang suat lao dong tir viéc dao tao tai cac truong
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dai hoc va day nghé... nham dap rng thay doi trong moi
treong kinh doanh mai.

Tac dong cua ty do héa lao dong AEC

Hiép dinh AEC, c6 hiéu lyc tir 31/12/2015, sé m&

ra cho Viét nam mot thi treong lao dong phong phd hon
khong chi ngu6n cung ttr trong nwdc ma co hoi dugc

thu hat thém nguon lao dong c6 ky nang tir cac quoc gia
ASEAN dac biét véi nhom cac nganh IT, k¥ thuat, y té,
du lich, kién tric... Xét vé mat tich cuc chung, nguén lao
dong nay co6 thé sé gitp cho luc lwgng lao dong trong
nuwdc phai thay déi phong cach lam viéc, nang cao k§
nang, nang suat va c6 thém co hoi nang cao thu nhap
bang nhitng thay d6i dang ké trén.

Viéc dua nguoi nwdc ngoai co ky nang vao lam

cho cac doanh nghiép tai Viét Nam hién bi han ché bai
nhiéu quy dinh va rao can caa chinh pha. Tuy nhién, véi
Hiép dinh AEC sé khong tranh khoi viéc mé ra nhiéu

co hoi viéc lam cho nhom lao dong cé chuyén mon tw
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cac quoc gia ASEAN vao lam tai Viét Nam. Cac doanh
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nghiép trong nwdc tiép can mot nguon luc lao dong cod
chuyén mén cao cho qua trinh tai cau triic nhan lyc trong
doanh nghiép. Nhung day ciing c6 thé la mét thach thirc
khong nho cho lyc lwgng lao dong Viét Nam néu mudn
c6 co hoi viéc lam va thang tién trong mét moi treong
tot. Duong nhién, lao dong tré c6 nang luc, gidi tiéng
Anh cta Viét Nam cé thé di lam viéc & cac quoc gia
khac trong AEC. Tuy nhién, da phan nguoi Viét lai cé
xu hwédng mudn lam tai qué hwong vi ngai xa nha hodc
do tu ti vé ngoai ngt.

Doanh nghiép Viét Nam can chuan bi gi?

Vai van dé ma doanh nghiép Viét can phai luvu y

dé tan dung nguodn lao dong tir cac nwdc va giit chan
nguoi tai la:

- Nang cao thwong hiéu nha tuyén dung dé thu hut

trng vién theo mot chién lwgc phat trién nhan Iyc bén
viing

- PBau tw chinh sach nhan sy da dang chit khong

chi tap trung vao lvong, thudng, phuc lgi vi nguoi di

lam cé nhiéu diéu khac ngoai tién dé chon va gan bé
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doanh nghiép

- Tan dung vai tro nang dong ctuia cac cong ty tuyén
dung trong va ngoai nuwdc

- Phat trién cac kénh tuyén dung tryc tuyén da

quoc gia

- Pau tr xay dung hé théng quan tri nhan sy chuyén
nghiép thay cho phuwong thirc quan tri thuan tién kém
minh bach nham nang cao hiéu qua diéu hanh
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- Tap trung dao tao nang cao nang suat lao dong,

cai thién hanh vi va moi treong lam viéc.

Cac viéc nay phai lam nhip nhang va cang sém

cang t6t vi nhan tai dang c6 nhiéu co hoi hon dé ra di.
Chura ké dén cac nhan t6 khac, chi ban dén thu nhap thi
da c6 su chénh léch kha 16n gitta mot cong ty cd von
dau tw nwdc ngoai véi mot doanh nghiép trong nuwéc
cung nganh ma chung toi tirng khao sat nhu sau:

Chtre vu

Chénh léch thu nhap

Piéu hanh
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40%

Quan ly

36%

Chuyén mon

25%

Ban chuyén mon

15%

Dan chitng trén cho thdy néu khong nang cao hiéu

qua diéu hanh, két qua hoat dong kinh doanh, nang suat
lao dong, céi tién moi treong lao dong thi doanh nghiép
trong nwdc khong cé phuwong thitc hay nguén Iyc nao
c6 thé giai quyét triét dé viéc cai thién thu nhap cho
nguoi lao dong. Nhu vay kha nang xdy ra chdy mau
chat xam va khong thu hit dwgc nguon lao dong chat
lwgng cao la hoan toan kha di.

Co hoi nao cho lao dong Viét Nam?

Mot s6 liéu khdo sét cia L&A vao nhom doi twgng
doanh nghiép c6 von dau tw nwdc ngoai hoat dong tai
Viét Nam hién dang str dung nguoi lao dong nuwdc ngoai

dam nhiém cho cac cap quan ly nhu sau:
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Dbiéu hanh

49%

Quan ly

10%

Chuyén gia ky thuat

3%
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Dé nam bat co hdi vang cho phat trién ca

nhan khong cach nao khac ngoai ty trang bi kién thirc
va k¥ nang cho chinh ban than théng qua qua trinh dao
tao va ty dao tao mot cach nghiém tuc; trong do kha
nang thong thao ngoai ngit 1a mot trong cac diéu kién
can va thai do lam viéc chuyén nghiép la diéu kién du
dé c6 thé hoa nhap va c6 dugc co hdi nghé nghiép rong
md. Cu thé 1a hdy xem viéc canh tranh vGi cac diéu
duwdng vien Phi-lip-pin vira ra treong, dugc dao tao bai
ban, tiéng Anh t6t, chi yéu cau mitc lwong khai diém
khong cao hon bao nhiéu so vdi dong nghiép Viét Nam
la m6t muc tiéu phai chinh phuc cho bang dugc, 1a mot

dong luc dé ty phan dau.

http://tieulun.hopto.org



Viéc chdp nhan chuyén dén lam viéc tai cac vung

kinh té c6ng nghiép trong diém, cac khu du lich, cac trung
tam phan phai ... tai Viét Nam hay trong khoi AEC sé tim
duwgc nhiéu co hoi viéc lam rat t6t cho lwe lwong lao dong
tré do cac doanh nghiép nganh dich vu va phan phai giau
tiém nang dang tang cwong thu hit nhan lyc gioi bang
nhitng chinh sach canh tranh va hap dan. Trai nghiém

hoc héi va lam viéc trong moi trwong lam viéc chuyén
nghiép la mot gia tri vé hinh khong bang tién dang dé dau
tw lam hanh trang cho cac buwdc phat trién si nghiép sau
nay.
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AEC FREE LABOUR MARKET - GAIN AND LOSS
It is expected that the agreement on free labor market

of the ASEAN Economic Community (AEC) coming

into force December 31, 2015 will result in a big net
inflow of skilled labor into Vietnam, in IT, healthcare,
engineering, tourism, rather than out of the country.

This trend has been started with recent investment

by Japanese, Korean, Thai companies into domestic
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wholesale and retail distribution. Vietnam is ranked as
top BPO destination in 2015 by Cushman & Wakefield’s
survey.

The suggested “solutions™ for Vietnamese

companies include a sustainable human resource
development strategy, supported by building a
professional human resource management system

to replace the convenient but non-transparent one in
order to improve operational efficiency, and the focus
on training to increase labour productivity. Then,
domestic companies can balance operational costs
and employees’ income raise, and attract the high
quality labour force.

For the Vietnamese labourers, the analysis

shows harsher competition in the labour market with
colleagues from AEC countries, especially in foreign
language mastery, professional working attitude...
Career opportunities are much available if they know
to keep improving their skills, and move to promising

industries with high labour demand.
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THE PIEM CAN BANG

(BALANCED SCORECARD) —

TAI SAO CAN?

NGO PINH PUC

Lap ké hoach chién lvgc cho doanh nghiép la mot

quy trinh khéng thé thiéu dé thic day doanh nghiép

phat trién. Tuy nhién, cadc doanh nghiép nhé va vira

sé gap thach thitc trong qua trinh 1ap ké hoach chién

lwge phu hgp cling nhw thanh 18p mot t6 chitc gon nhe,

co kha nang phan tng nhanh véi thi trvong. Balanced

Scorecard (BSC — Thé diém can bang) c6 kha nang giai

quyét khé khan nay.

BSC la hé thong xay dung ké hoach va quan tri

chién lugc, giup doanh nghiép trién khai nhitng chién

lwge hoach dinh trén gidy thanh nhitng “ménh 1énh hanh

dong” cho hoat dong hang ngay cua minh va do lwong

hiéu qua ctia cac chién lrvgc doanh nghiép dat ra. Hé

thong nay dugc tién si Robert Kaplan va David Norton
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thudc trvong Kinh doanh Harvard dwa ra vao nam 1992.

Mot mo hinh BSC duogc thiét ké trén bon khia canh, gom:

tai chinh, khach hang, quy trinh hoat dong ndi bd va hoc

héi — phat trién1. Viéc thiét k€ BSC doi hoi phéi chon

1. Can bang gitta cac muc tiéu chién lwgce cho tirng bé phan dé dam
bdo sy phat trién hai hoa, t6i wu cho Doanh nghiép
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dwgc tir 4 dén 6 thwdc do tot cho moi khia canh. Mot yéu

t0 quan trong trong tng dung BSC d6i vdi doanh nghiép

la phai x4c 1ap cho minh mot ban do6 chién lwgc dugc

xem nhu 1a kim chi nam ctia doanh nghiép. Ban do6 chién

lwgc mo6 ta chién lwgce cia cong ty bang mot hinh anh

trirc quan vé bon khia canh trén thay vi bang mot tap ho

so day com nhu trede day. Xac dinh duwgce ban dé chién

lwgc thi cong ty sé xac lap dugc cac muc tiéu, thudc

do, chi tiéu va bién phap thyc hién bang viéc xac dinh

ngan sach thue hién cu thé dé dat dugc cac muc tiéu

dé ra. Chung ta c6 thé mo ta BSC nhu la cong cu trién

khai chién lwgc ctia doanh nghiép dwgc thiét ké nhw mot

hé thong do lwong hiéu qua. Hé thong nay chuyén tam
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nhin va chién lvgc cta t6 chive thanh nhitng muc tiéu cu
thé, phép do va nhitng chi tiéu ro rang. Nhitng phép do
ma BSC chon lya phai thé hién sy can bang gitta bon
phuong dién: tai chinh, khach hang, quy trinh hoat dong
ndi bd, hoc héi va phat trién dya trén boi canh, nguon luc
va khach hang muc tiéu ctia doanh nghiép.

Theo dinh nghia ctia Kaplan, tai san vo hinh cua

doanh nghiép gom ngu6n von vé con ngudi, von té

chitc va von thong tin trong chi tiéu hoc hoi va phat trién
chiém dén 75% tai san cua doanh nghiép. Vi vay, khi
tng dung BSC sé gitip doanh nghiép phat trién nguén
nhan luc trén cac muc tiéu cu thé nham lién két cac chi
tiéu ngan sach va dap wng nang luc thye hién chién

lwge cta cong ty. Khi d6 ngwdi quan tri nguén nhan lyc
tr@ thanh nguoi lanh dao hoat dong kinh doanh va thay
doi tw tw duy tac nghiép don thuan thanh tw duy chién
lwgc dai han. Pay la co hoi giup cho nhoém cac nha

quan ly cap cao giao tiép t6t hon véi cac nhan vién cua
minh, giip nhan vién hiéu rd hon muc tiéu ma t6 chirc
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huéng tdi va cai thién cong viéc cho ho theo huéng
dong gop cho muc tiéu chung dé. T thye tién ap dung
cu thé cho thdy, nho 4p dung BSC ma tit ca nhan vién
ctia L&A déu dugc biét rd ban do chién lwgc ctia cong
ty, ti* d6 moi nguwoi déu hiéu va biét sé cing nhau di vé
dau, du 1a nhan vién & vi tri thap nhat cling thiy dugc
trach nhiém doéi véi cong viéc va nhitng dong gop cta
ho cho t6 chitc. Trong du an tw van ctia L&A, nho tng
dung cong cu BSC va thiét 1ap bang diém can bang cho
tat ca nhan vién cua khach hang thong qua nhitng bang
kiém tra danh sach (checklist) hang ngay v&i cac KPI
do lwong cu thé cho nén hiéu qua va nang suat cia ho
cdi thién ro rét. Trién khai t6t BSC sé gitip doanh nghiép
nhan thitc 16 dwoc sy thay déi la yéu to séng con va
doanh nghiép phaéi cht dong titng budc trién khai dé dat
duwoc muc tiéu chién lwoec.

Tu duy “nhan lyc la nguon tai nguyén”

Tuy nhién, hién nay, BSC van con la phwong phap
hoach dinh chién lwgc kha méi mé & Viét Nam, bdi cac

cong ty nho trong nuwdc van chuwa quen phan tich chién
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lwge phat trién dwa trén bén cach nhin cia BSC. Phan
16n cac cong ty nho cua Viét Nam chi dirng lai @ viéc
phan tich diém manh, diém yéu trong hoat dong hang
nam, roi dé ra chién lwgc cho nam sau. Viéc trién khai
cong viéc cu thé dén tirng bo phan van con nhiéu ling
ting. Hon nita, cac cong ty nho da phan chi tap trung
trién khai chién lwoc vé tai chinh, doanh s6 chit chuwa
chu trong dén quy trinh n6i b6 hay con ngudi. Ho van
quan niém nhan vién la nguon nhan su, titc chi can
quan ly so yéu 1y lich ctia ho thay vi xem ho la nguén
nhan lyc, la tai nguyén caa cong ty. BSC la cong cu
40 v Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment
trirc quan sinh dong ma cac doanh nghiép c6 thé tng
dung, nhung *ng dung nhu thé nao con tuy thudc vao
quyét tam, tam nhin va cam két cia lanh dao dé phat
trién bén vitng.

Chién lwgc cua doanh nghiép phai 1dy nén tang la
khach hang muc tiéu dé xac dinh gia tri chao ban dén
khach hang. Khi &ng dung lu6n can cé sy pha tron cta

nhiéu chu dé chién lvgc thanh phan theo diing nhu y
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nghia “can bang” cua phuwong phap, chit khong hoan
toan huwdng dén mot phan duy nhat. Doanh nghiép phai
chia chién lwgc thanh nhiéu giai doan, bat dau twr cai

don gian va lam dan hang nam dé dat hiéu qua t6t nhat.
BALANCED SCORECARD (BSC) - WHY USEFUL?
BSC (Balanced Scorecard) is a method by Robert Kaplan
and David Norton to help businesses implement their
strategy. It is a powerful competitiveness enhancer. It
helps in properly choosing strategic themes, building
strategy map to record causes and effects, with regard

to four perspectives: Financial, Customer, Internal
Process and People, (now newly labeled as Learning

& Growth).

It helps to communicate properly down the corporate
channels all the way to the sub-units and individuals.
This method also makes individuals aware of the
strategic value of their short and longer term tasks. It

also helps businesses make timely adjustment to their
strategy and operating policies.
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HAI YEU KEM CHET NGUOT

CUA DOANH NGHIEP VIET

ALAN PHAN

Trong qua trinh thay doi dé tién by, nhiéu doanh

nhan Viét hoi t6i vé got chan Achilles cta ho. T6i va cac
nha dau tv nwéc ngoai thuwong hay tro chuyén vé van

dé nay. Theo goc nhin cua ching toi, hai khuyét diém
cta da s6 doanh nghiép Viét rat dé xac nhan: mot la

kha nang quan tri tai chinh va hai la ri ro vé dao dirc

ky cuong.

Di nhién, day chi la mot nhan xét bang quan,

chwa dwoc khdo séat ky cang vé phan tich dinh lwgng
(quantitative) hay dinh chat (qualitative). Nhung cac ban
nao mudn lam mot ludn an trén gia thuyét nay, téi tin la
cac dir kién va so liéu sé chitng minh tién dé noi trén.
Doi héi can ban trong viéc quan ly tai chinh

Mot doanh nghiép du 16n hay nhd, hinh thanh bang

su gop von cua c6 dong dai chiing hay thanh vién trong
gia dinh, déu phai lwu tam va tim gidi phap cho cac nhu

cau vé quan tri tai chinh sau day:
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Dong tién (cash flow) cho doanh nghiép

Rat dé hiéu: tién thu vao phai luoén luén nhiéu hon

tién chi ra. Tién thu vao gom doanh thu, tién khach tra
no, tién vay cta ngan hang, ctia nha cung cap, cta

khach hang, tién gop von cta cac cd dong..., tién dy

trir. Tién chi ra la tat ca cac chi phi nhw nhan vién, vat
liéu, van phong, tién ng dao han, ngan hay dai han, tién
dau tw dé khuéch treong hay dé dem do vao bai rac,

tién boi tron, tién dy phong cho s ¢o...

Thanh qua tai chinh

Néu dy doan thu ludn nhiéu hon chi trong 3 thang,

6 thang, 1 nam, 3 nam, 5 nam, thi tai chinh doanh nghiép
c6 thé ndi la virng vang, khong nhiéu lo ngai.

Ngoai dong tién, quan tri tai chinh con lién quan

dén viéc do lwong hiéu qua cia doanh nghiép. Nhitng
chi s6 nhw IRR (ty 1€ hoan trai n6i bd), ROI (hoan trai
trén dau tw), ROA (hoan trai trén tai san), acid test (tai
san ngan han trén ng ngan han)... la nhitng tin hiéu

dé xac dinh hiéu nang cta doanh nghiép so vdi cac doi
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tha cung nganh. Ngwoi ta bd ra $1000 dé kinh doanh

va lai dugc $100 moi nam (10%) trong khi ban dau tw
$10,000 chi dé dem vé $500 (5%) thi nhanh hay cham,
ho sé vurgt mat ban dé dang.

Ky luat tai chinh

Trong cac doanh nghiép gia dinh, t6i thvong thich

nhin cac ba vg git tién hon. Pan ba ho ti mi, can co va
O trire giac bén nhay hon cac o6ng (thwong cé thoi vung
tay qua tran vi si dién ban bé va hay lac quan vo 16i). Du
thé nao, phai kiém soat chat ché cai tui tién (tir thu dén
chi) dé khong sa da vao nhitng 6 ga cta hanh trinh lam
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an (luén lu6n hién dién bat cit Iltic nao va noi nao, nhat
la @ cac quoc 1o Viét).

Ngan sach dé ra phai dugc moi bé phan tuan

tha va thyc thi; moi diéu chinh phai dwgc diéu nghién
chinh xac; ké ca viéc cat gidm hay gia tang vi sw co bat
thuong.

Dv doan nhu cau twong lai

Ai cling muon dau tw vao mot doanh nghiép c6 kha
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nang phat trién. DI nhién do6 phai la mot khuéch truong
trong nganh nghé cot 16i, khong phai dem tién 16i cua
cong ty banh keo di viit vao mot khu nghi dudng vi ba
VO cda quan téng thich phong canh khi hau noi day.
Nguoi quan 1y tai chinh phai phan tich moi chi s6 dau tw
dwa trén du doan va phai dong y vé tinh kha thi.

Moi phét trién déu can von dau tw, ti tién 10i tich

ltiy noi bo hay tién vay, hay tién gop von tir cac c6 déng
bén ngoai. Nguoi quan ly tai chinh theo dung vai tro
phai duyét khan va dong y vdi ké hoach phat trién nay
it nhat 6 thang tredc do6 va phai lo liéu phan von day da
trede khi tién hanh dy an khuéch trwong.

Mot nguyén ly quan trong khac la dirng bao gio

dung von vay ngan han dé dau tu dai han.

Bao cao va kiém toan

Nhiém vu treéc nhat ctia nha quan 1y tai chinh la

phai c6 bao cao tai chinh chinh xac va kip thai cho cac
c6 dong (du la cong ty gia dinh) va cho s& thué. Nhitng
cong ty 16n can phdi lam viéc chat ché vi mot cong ty

kiém toan doc lap dé thanh tra moi so liéu. Viéc bao cao
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kiém toan néu thue thi nghiém tic sé tao niém tin cho
c6 dong va ho sé san sang gép von khi cong ty can tién.
44 v Chién lwgc, khai trién chién lwgc/Strategy, Strategy Deployment
DPay la yéu t6 quan trong trong tinh thanh khodan ctia c6
phiéu, du céng ty da niém yét hay chwa.

Rét it doanh nghiép Viét dat dugc chi tiéu cao trong

ca 5 van dé can ban trén, ngay ca nhitng cong ty da
niém yét trén san nhiéu nam. Tai day, vai tro cia nguoi
Giam Doc Tai Chanh (CFO) rat mo nhat va quyén hanh
chi thu, ngan sach, quyét dinh dau tw, doi khi ngay ca
viéc soan thdo bao cdo tai chinh ciing thwdng ndm gon
trong tay ngudi Tong Giam Boc (CEO) hay ba vo cua
ong ta.

Khi quy dau tv nwéc ngoai dén tham co s& cta

khach hang, nguwdi ching t6i muon nghe nhiéu nhat la
vi CFO. Cac vi CEO thuwong chi ldp di lap lai nhitng gi
chung toi da doc trén brochure hay website, khong gi
m&i la. Cac chi tiét vé so liéu va cach thitc quan tri tai
chinh cho chiing t6i mgt tam nhin chinh xac va chién

lwgce hon vé cong ty. Tiéc thay khong may doanh nghiép
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Viét thau hiéu diéu nay.

DPoi héi can ban vé dao dirc ky curong

Mot khia canh yéu kém khac la sy cau tha, v6 tam

cua doanh nhan Viét trong viéc xay diwng mot van hoa
cong ty dwa trén can ban dai han, dao ditc va chuan
muc cao cap. Viéc thé hién “gia tri mém” ctia doanh
nghiép thwong thu gon vao cac PR hay 1€ hoi hoanh
trang pho truvong, ban phat huan chwong, danh béong
cho tén tudi ca nhan, va cac quan chitc chong lung...
thay vi cho nhu cau cia khach hang, su sang tao cta
san pham hay sy bén vitng cta thwong hiéu.

Tam nhin dai han va tap trung

Nguoi quan 1y doanh nghiép phai biét ro tam nhin
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va gidi han ctia cong ty dé c6 mot ké hoach phat trién
lau dai va bén vitng. Khong mot hanh trinh kinh doanh
nao ma khong gap trac tré va thach thirc. Vi vay, nguoi
lanh dao phai biét r6 dich dén ctia doanh nghiép va
vitng tay lai trudc cac con song 16n nho thuong lam

lech phwong huéng.
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Moi thu thuat chop giuvt, 1dy ngan nudi dai, di tat don
dau...co thé tao hiéu ng nhat thoi, nhwng sém mudn
gi, cac tro choi ngan han nay sé c6 tac hai 16n la lam
doanh nghiép di qua xa ra khoi muc tiéu va vueéng vao
lay 10i cua tinh thé.

Su théa man cuaa khach hang

Mot doanh nghiép hién dai song va chét vi khach

hang. San pham phai thich hgp va cai tién thuwong truc
dé dap ng nhu cau ludn thay doéi ctia khach hang. Dich
vu hau mai phai hoan thién dé gii sw trung thanh cta
khach hang. Yéu t6 sang tao la cach tao thich thu cho
khach hang dé bién ho thanh mot cong cu truyén ba san
pham ra cac cong dong xa hoi.

Tém lai, khach hang la tai san 16n nhét ctia doanh
nghiép. Vi nén kinh t€ Viét dya trén ban phat bong 16c
cuia quan chirc, cac doanh nhan Viét thwong c6 cai nhin
méo mo vé wu tién phuc vu. D6 cling la 1y do tai sao cac
doanh nghiép 16n cua Viét Nam van chwa da kha nang
dé canh tranh trén bién 16n.

Ton trong cac co dong thiéu so
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Moi cong ty, du c6 viét ra thanh van ban hay khong,
phai c6 mot cwong linh dé moi thanh phan nhan vién
theo d6 ma van hanh. Nhu mot quoc gia cé hién phap,
tuyén ngon vé dan quyén, cac bg luat...doanh nghiép
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phai c6 cwong linh, chién lwgc va diéu 1é...dé khéng bi
roi loan khi gap khé khan hay khi cé thay déi vé bo phan
quan ly.

Mot yéu t6 quan trong trong cuong linh la sy ton

trong quyeén lgi ctia cac c6 dong yén lang (silent) hay
thiéu s6 (minority).

Nhiéu vi quan 1y Viét khong hiéu rang tién goép von

tir chinh pht (DNNN), hay c6 déng cong chiing (public)
hay quy va cac dau tw ca nhan; ngay ca von vay twr

ngan hang la tién cia nguwdi khac (OPM) khong phai
tién chia rieng minh. Ho thodi mai qua mitc vdi chi thu,
dén do gan nhw pham phap. Hoan toan khong trach
nhiém, diéu quan tam duy nhat la sy “ha canh an toan”
khi hét nhiém ky hay khi bi du6i. Pay la rti ro 16n nhat

thuwong lam cac nha dau tw nwdc ngoai chun tay khi
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quyét dinh dau tw.

Thém vao do, thay vi mot chinh sach “thong tin toan

b0 va kip thoi” (on-time full disclosure) theo nhw luat dinh,
nhiéu nha quan ly che giau, tri hoan, stta déi hay sang

tao thong tin dé tranh nhitng phan ng tiéu cwc cho vi tri
va quyen lgi cta ho. Tiéc thay, day c6 vé la lanh vyc duy
nhat ho c6 nhiéu sang tao.

Pao tao va thang tién doi ngii nhan vién

Bo6n phan phap ly va nhu cau gitt nhan vién gioi

la mot van dé. Tuy nhién, trén goc canh tao phat trién

bén vitng, doanh nghiép can tao cho doi ngii can bo

mot niém tin vao twong lai dwong dai cia doanh nghiép

va cac quyen lgi dinh kém. Ngoai lwong bong va nhu

cau vé thang tién, cac nhan sy déu muén tham dy vao
thanh cong sau cung cta don vi.
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Hai vii khi ma cac doanh nghiép Viét hay thiéu sot

so v@i nwdc ngoai la cac chwong trinh huan luyén lién

tuc, va cac quyén mua c6 phiéu (options) dé gai budc

nhan vién vao vGi cong ty trong hop tac lau dai.
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Nhung trén hét, ban quan ly phai déi x{* c6ng bang
trong moi hanh dong va phan doan, khong phan biét lién
hé gia dinh hay xa hoi, hoan toan dya trén ky nang va
thanh qua cua nhan vien.

Lgi ich cho xa hi va nghia vu véi tha nhan

Sau cung, mot doanh nghiép phai co nghia vu véi

cong dong xa hoi chung quanh. Néu khong tao ra mot
déng gop gia tri nao, it nhat doanh nghiép cling phai
ton trong moi treong sinh hoat cua nguwoi dan va gia
dinh ho. Nhitng té nan gay 6 nhiém trong khong khi,
trén séng bién, thim vao cac myc nwdc ngam, viéc xw
1y rac thdi, rac y té€ nguy hiém, ti€ng 6n va an toan giao
thong...la nhitng ky cwong khong nhitng chi quan trong
trén phwong dién phap 1y ma con la mot nghia vu dé thé
hién dao dirc cia doanh nghiép.

Mot tdm guong khac dé doanh nghiép soi mat

minh la khong Itra bip hay coi thwong khach hang bang
nhitng quang céo sai lac, gia doi, nhitng hang nhai
thwong hiéu, nhitng khuyén mai bip bom, nhitng PR

tao soc khong can thiét hay vu khong veé doi tha.
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Noi tom lai, tren luat phap ctia nguoi, con co luat

phap cta “troi”. Cua céi, danh vong, ngay ca quyén lyc,

déu la tam bg. Chuing ta chi hanh phiic va doanh nghiép

chi c6 thé “thanh c6ng” khi chiing ta tuan thu luat troi,

dwa trén bat ¢ tin ngudng hay niém tin nao.

Trong khi doanh nhan thwong than phién vé co ché
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hay tha tuc 16i thoi cta chinh pha, vé thi hiéu sinh ngoai

hay ham ré caa khach hang, vé diéu kién suy thodi cta

kinh t€ toan cau...ching ta ciing can nhin lai chinh minh

dé khac phuc nhitng yéu kém can ban trong qua trinh

doi madi dé canh tranh...
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TWO COMMON FATAL WEAKNESSES

OF VIETNAMESE ENTERPRISES

ALAN PHAN

During the process of renovation, many Vietnamese

businessmen have asked me to point out their common

weaknesses. Foreign investors and I also often discuss

this issue. According to our observation, two visible flaws
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of most Vietnamese enterprises are: weak financial
management capability and the risk of ethical lapses.

This observation is intuitive and hypothetical, and has

not been thoroughly investigated both qualitatively and
quantitatively. However, if anyone would like to work
towards a thesis in light of this hypothesis, I believe data
and facts can be found to prove the statement above.
Basic requirement for financial management

An enterprise no matter how big and whether publicly or
privately - owned, must pay attention and find solutions to
the following financial management demands:
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Cash flow for enterprises:

It is easy to understand that the in-flow of money

must always greater that the out-flow of money. The
in-flow of money consists of turnover, debt paid by
customers, bank loans, payments from suppliers, from
stockholders, etc. and from reserve. The out-flow of
money includes administrative overheads, materials,

office, short- and long-term payables, investment fund
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for development, lobbying money, reserves, etc.
Financial achievement

If receiving is forecasted to be greater than spending
in 3 months, 6 months, 1 year, 3 years, 5 years, then
the enterprise’s finance is said to be stable, not to be
concerned.

Apart from cash flow, financial management involves
the measurement of enterprise effectiveness. Indexes
such as Internal Rate of Return (IRR), Return On
Investment (ROI), Return On Assets (ROA), acid test,
etc. are the signals that indicate efficiency of enterprises
as compared with their competitors in a sector. If they
invest $1000 and earn $100 annually (10%) while you
invest $10 000 to only earn $500 (5%), then sooner or
later they with outperform you.

Financial regulation

In family enterprises, I prefer to see the wives keeping
the money. Women are often scrupulous, pragmatic
and sharper minded than men (who often overspend,

keep face, and are unreasonably optimistic). The pocket
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of money must always be controlled strictly by all means
(from receiving to spending), not to fall into traps on your
business journey.

The budget planning must be fulfilled and implemented
by all departments; any adjustment must be examined
accurately, including curtailing or increasing for unusual
events.

Demand projection for future

Everybody would like to invest in an enterprise with
development capacity. It must surely be a development
within the company’s domain, not to use surplus money
of a bakery company to invest in a resort to meet the
CEO’s wife’s fancy of that place. Financial managers
ought to analyse every investment indicator based on

the projection and must get approval on its feasibility.
Every development needs investment from internal
accumulation saving, or loans from external shareholders.
Financial managers must fulfill their role to endorse and

agree with this development plan at least six months in
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advance and must prepare adequate investment capital
before implementing a development project.

Another important principal is never use short term

capital to invest for the long term.

Reporting and auditing

The first and foremost duty of a financial manager is

to have accurate and on-time financial report available

for shareholders (even with family company) and for
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the tax department. A big company needs to cooperate
with an independent auditing company to inspect on the
data. An auditing report if performed seriously would

win credibility from shareholders and they are willing to
contribute money when the company needs it. This is
important factor for the stock liquidity, even when the
company has already been on the stock market or not.
Very few Vietnamese enterprises obtain high levels for the
above mentioned 5 basic issues, even with companies

that have already been on the stock market for many

years. At this point, the role of the Chief Financial Officer
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(CFO) is very ambiguous and the power on spending,
investment decision or even financial report is in the
hands of the CEO or his wife.

When foreign investment fund come to visit its customers,
the person we would like to listen to the most is the CFO.
The CEO just repeats what we read on the brochure

or website, nothing new. Details about figures and
financial management method give us a more accurate
and strategic view about the company. It is a pity that

not many Vietnamese companies understand this.

Basic requirement for regulating business ethics
Another weak aspect is the carelessness and lack of
consideration of Vietnamese businessmen in building a
company culture on the long term basis with high level
of ethical standard. The performance of “soft value” of
enterprises is normally embedded in pubic relation (PR)
activities or glamorous festivals, issuance of medals,
promoting company’s officers as well as supporting
government officers, etc. instead of paying attention
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to customers’ demand, production creativity or brand
name sustainability.

Long term vision and focus

Enterprise managers must know the vision and limitation
of their companies to have a long term and sustainable
development. No business journey faces no challenges
and obstacles. Therefore, the leaders must know the
targets of their companies to sail them firmly through big
treacherous waves.

The shortcuts or unsustainable tactics can have some
initial effects but sooner or later the short-term games
will have a bad influence in deviating businesses

from their targets and getting themselves stuck in the
situational mess.

Customers’ satisfaction

A modern entrepreneur lives and dies for its customers.
Its products must be improved frequently to meet the
customers’ changing demands. The after-sales service
must be perfect to keep customers’ loyalty. Creativity

is what make customers happy and become a tool to

http://tieulun.hopto.org



communicate products to the society.

In short, customers are the biggest assets of businesses.
Due to distorting ways business is conducted, i.e

bidding for government officials’ personal favor,
Vietnamese businessmen often misplace their business
priorities. Thus, it is also the reason why Vietnamese

big businesses are not strong enough to compete on

the world market.
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Respecting the minority shareholders

Written or not, each company has its set of principles

for all staffs to follow. A country has its institutions,
human right declaration, laws, etc., businesses must

have principles, strategies, and regulations, etc. so as

not become chaotic when facing problems or changing
management team.

One critical factor of the principles is to respect the rights
of the silent minority.

Many Vietnamese managers do not understand

that money from the Government (in state-owned
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businesses), or public shareholders, or private funds, or
even the capitals of the banks is other people’s money
(OPM). They are so casual with the money in and out
that they may violate the law. They are irresponsible, just
care about how to “land safely” when retiring or being
dismissed. This is the biggest risk which discourages
the foreign investors from the investing.

In addition, instead of an “on-time full disclosure”
policy as regulated by the law, many managers

hide, delay, revise or make up information to avoid
reactions unfavourable to their positions and rights.
Unfortunately, this seems to be the field where they
are really creative.

Training and promoting the staff

It is difficult to perform duties and retain good staffs.
However,

regarding

sustainable

development,

businesses need to create a trust in their staffs in the
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business future and the accompanied benefits. Apart

from salaries and promotions needs, staffs all want to

be in the final success of the company.

The two weapons Vietnamese businesses often lack,
compared to foreign companies, are continuing training
and stock purchase options to make staff stay with the
companies for a long time.

But above all, the rewards are to be fair in all actions and
predictions, without any family or social discrimination
and based all on the merit of skills and achievement.
Benefits for the society and responsibilities to the
people

Finally, businesses must be accountable to the
surrounding social community. If no valuable contribution
is made, at least businesses have to respect the living
environment of people and their families. Bad practices
that cause air pollution, water pollution, dangerous

waste, noise pollution and traffic problems, etc. are the

violation of regulations and fundamental business ethics.
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And needless to say, try to avoid cheating or look

down on customers with misleading advertisements,
counterfeit brands, deceitful promotions, unnecessary
slandering PR activities.

In brief, above human law, there is the “God’s” law.
Properties, fame, even power are all temporary. We can
only be happy and businesses can only ”succeed” when
complying with the God’s law, regardless of any religion
or belief.
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While businesses often complain about the government
rigidity and cumbersome bureaucracy or the customers’
penchant for cheap products, or the deterioration of the
global economy, etc. we need to look back at ourselves
to overcome the basic weaknesses to renovate to
compete successfully ...

SANG KIEN,

SANG TAO

INNOVATIVES,

INNOVATION
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LOI RE TRAI

TREN PUONG MON TU DUY

NGUYEN TAN KY

Con ngudi von ban chat la luén bao vé nhitng gi

minh da cho la dung. Hay tap dung noi “khong” khi nghe
dwgc cac y kién “trdi” véi suy nghi ctia minh...

Hang ngay nha Quan ly thuong xuyén phai xu ly

cac sur co, van dé xay ra trong hoat dong san xuat — kinh
doanh cua doanh nghiép. D€ giai quyét van deé trudc
tién can phai thu thap thong tin, phan tich, tim nguyén
nhan, dva ra cac giai phap, réi sau dé la lva chon, thuc
hién va danh gia. Trong cac qua trinh nay, theo kinh
nghiém thyc tién thi viéc dwa ra dwgc nhiéu giai phap
theo nhiéu hwéng khac nhau la rat quan trong. Khi dé
nha Quan 1y cé nhiéu phuwong an dé lwa chon hon. Thé

nhing thuye t€ khi di tim giai phap chiing ta thwong dé
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bi cudn theo céac 16i mon tw duy thong thuong va khi

do6 sé mat di co hodi c6 dugce cac giai phap dot pha. Va
ngay ca khi chung ta st dung phvong phap hop nhom,
cung thado luan ciing hiém khi c6 dwgc mot cach giai
doc dao,...

Pa phan khi da cé 1 giai phap trong dau thi rat kho

60 v
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tim them dvgc 1 giai phap khac doc 1ap véi nd. Bo6 hoan
toan la tam ly binh thwong cua con nguoi. Vay phai

lam thé nao day? Trong treong hgp nay 1oi khuyén cua
nha phat minh thién tai Edison, vé nguyén nhan ctua
thanh cong van con nguyén gia tri: “chi c6 1% la do kha
nang thién phu, con 99% la do ren luyén”. Vay, phai ren
luyén viéc suy nghi sang tao nhw thé nao? Ban hay bat
dau bang nhitng cau héi cho nhitng viéc don gian nhat
trong sinh hoat hang ngay. Tai sao phai lam cach nay?
Con c6 cach khac ngoai cach nay khong? Néu lam cach
khéac thi sao...? Hay tim ra that nhiéu giai phap thuc sy

khac nhau treée khi phan tich va lwa chon.
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La nha Quan ly chung ta khong chi suy nghi mot

minh, phai lam sao dé moi nguwdi, cac cong su ctia minh
cling nghi, cung lo thi m@i thanh cong va dat hiéu qua
cao trong cong viéc. “Hai cai dau hon mot cai dau”, thé
nhwng néu cai dau kia hay céac cai dau khac trong cong
ty déu nghi theo hwdng ctia S€p thi Iic dé chang khac
gl mot dan hgp xwdéng suy nghi ma minh la giong hat
chinh, con lai 1a dan déng ca phu hoa. O day ban hay
hinh dung minh sé phai la mot nhac trweéng chi huy dan
nhac véi nhiéu loai nhac cu khac nhau. Ban than tam

ly nhan vién da khong mudn nghi khac Sép, phan ty ti
s@ sai, phan sg SE€p phat long vi ddam noéi khac y. Kinh
nghiém cho thay cac 10i giai tot nhat thwong xuat phat
tlr cac y twéng cua cap duwéi, tir nhitng nguoi trye tiép
thue hién cong viéc, vi don gian chinh ho la ngudi nam
bat cong viéc tot nhat. Vang, trong lic nay day, kha nang
suy nghi, tv duy sang tao theo cac huwéng doc 1ap ma
chuing ta da luyén tap sé phat huy tac dung. Con nguoi
von ban chat la luén bao vé nhitng gi minh da cho la

ding nén khi nghe no6i nhitng diéu ngugc lai déu sé
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phan ddi ngay tw trong tiém thitc. Kinh nghiém cho thay
hay tap dirng néi “khoéng” ngay khi nghe dwoc cac y kién
“trai” véi suy nghi cia minh. Hay tap nghi rang diéu do
14 c6 thé va nghi cach dé thyc hién chiing. O ddy hay

ap dung 16i suy nghi theo quan diém danh gia hé thong
ISO la “di tim sy phu hgp, chit khong phai c6 tinh tim
s khong phu hogp”. Néu rén luyén duwgc cach suy nghi
theo cac huvong khac nhau, tham chi hoan toan doc lap
v&i nhau va céng vdi kha nang co vii, khuyén khich

doi ngli cua minh ndi ra cac y twdng, cac giai phap thi
khi d6 nhat dinh sé c6 Iic ching ta tim dwgc giai phap
mang tinh dot phd, sang tao. Ngoai ra c6 mot diém rat
quan trong, do la thuwong cac y twong khi nhan vien dua
ra ma&i chi la cac y twdng “th6” chwa hoan chinh, nguoi
lanh dao can phéi cung moi nguwdi phat trién thém thi
m&i co thé trd thanh gidi phap (néu phu hgp). Néu phan
bac cac y twdng nay ngay tir dau, lam sao c6 thé c6 co

héi phat trién thanh giai phap dwoc. Birng ti lam mat

http://tieulun.hopto.org



cac co hoi co dugce nhitng gidi phap mang tinh sang
tao.

Khi da c6 1 y twdng hay 1 phuwong an ma da phan

hay theo logic thong thudng déu cho la ding, véi tw
cach la nguwoi dan dat cudc suy nghi tap thé, ching ta
hay hudng moi nguoi gat ngay giai phap nay ra khoi
dau, tham chi khéng ban bac dén n6 nita. Co gang tim
kiém nhitng kha nang c6 thé khac, cang nhiéu cang tot.
Cling dung voi so sanh cac phwong an mai nay vdi cai
da cho la diing ban dau. Can khuyén khich moi nguoi
tw do noi, ding bé qua mot y twéng nao, tham chi né
c6 thé hoi “dién r6”. Nhu vay, sé c6 dugc nhiéu giai
phap khac nhau va céac thanh vién trong cudc hop déu
thdy rang minh déu c6 quyén trinh bay va déu duoc
62v
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moi nguwoi lang nghe. Khi do, ho sé manh dan va ty tin
hon, khong ngai dwa ra nhitng y twéng thoat dau c6
thé 1a “rat ky quai”. Hoan toan c6 thé, mot ltic nao do

chinh tir nhitng y twéng khac biét, khong giong ai nay
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sé giup chung ta tao dwgc mot budc ngodt trong hoat
dong kinh doanh cua Doanh nghiép minh. Thuc tién thé
gigi da ghi nhan rat nhiéu diéu nhw vay. Sony la mot vi
du dién hinh. Khi ma moi ngwoi chi nghe nhac & nha
bang nhitng cai may catsét to, cong kénh thi 6ng Chua
tich Sony dua ra y twdng c6 thé mang né theo bén minh
va nghe & moi noi. Tt y twédng nay da phat trién thanh
dong Walkman cue ky thanh cong.

Ngoai ra, mot y twdng khac ngudi dugc sép va

moi nguwoi chu y lang nghe, cting phat trién trd thanh
gidi phap hoan chinh, dwa vao ap dung va mang lai hiéu
qua cho cong ty, do6 chinh la sy dong vién mang lai niém
phan khich rat 16n cho doi ngii nhan vién. Khi d6 moi
nguoi sé cam giac déng gop thue sy va cu thé cho sy
phat trién va thanh céng ctia cong ty; mot cdm gidc sung
suéng va ti hao ma tién bac khong phai ltic nao ciing
tao ra dugc. Niém hanh phic c6 1€ 1a 16n nhat doi véi
mot nha quan ly la xay dung dugc mot doi ngli khong
chi lam thay dugc cho minh ma con nghi thay dugc cho

minh, tham chi con gioi hon minh, ctr khoi hon minh.
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Tat nhién, moi viéc sé khong c6 gi la dé dang ca

vi ban chat ty nhién cta con ngwdi la lu6n phan trng
lai v&i nhitng y twang khac véi suy nghi minh da coi la
ding. Can phai luén rén luyén dé khong bi phan tng
ngay ttr trong suy nghi. Vi néu ngugc lai ching ta sé
lam thui chot cac y twong tur trong tri'ng nwdc, chi con
mot minh ty suy nghi va ty noi vdi cac giai phap mang
tinh 16i mon; con doi ngili cong sy chi la nhitng nguoi
Sang kién, sang tao/Innovatives, innovation
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thue thi. Lam dugc diéu nay va giip cho nhitng ngudi
dong sy xung quanh minh cung lam dugc tite 1a khi do6
ching ta dang s& hitu 1 tw duy tap thé tuyét voi. Va
mot diéu nita, sé khong phdi 1an nao nhitng giai phap
“nguoc doi”, nhitng suy nghi doc lap sé mang lai hiéu
qua. Trong 10 trwong hop dung dugc vai lan da 1a rat
thanh cong. Con lai ban sé cam thdy mat thoi gian vi
phai nghe nhitng chuyén “v& van”. Nhung ding nan
chi, vi ngoai viéc sé co lic chung ta tim dwgc nhitng

101 gidi doc dao, tuyét voi dat hiéu qua vuot troi so voi
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tredc day, cai dwgc 16n nhat la sé c6 duge mot doi ngti
lu6n san sang cung lam viéc. D6 chinh la phan thwdng
cho sy no lyc cta chinh ching ta.

64 v
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THE LEFT TURN ON

THE OLD THINKING TRAIL

NGUYEN TAN KY

By instinct, people always defend what seems right to
them. Try not to say “no” to ideas contrary to ours...
Each day, managers have to deal with incidents and
problems in the business operation. To solve problems,
they have to collect information, analyze, find the root
causes, suggest and then choose solutions, implement
and evaluate them. From practical experience, it is
critical, in these processes, to have various solutions of
different approaches. Then, managers can have more

choices. However, on looking for solutions, we are
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easily swift along the routine old track of thinking and
lose the chance to have breakthrough ideas. Even in
group discussions, rarely do we come up with a unique
answer...

In most of the cases, once there is already a solution

in our mind, it will be very difficult to find another
independent solution. This is completely normal human
mentality. So what should be done? Then, the advice by
66 v
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Edison - the talented inventor - on the root of success is
still fully applicable: “1% gifted, 99% trained”. Thus, how
to train creative thinking? Let’s begin with questions for
the simplest things in your daily life. Why should it be
this way? Any other ways? What if it is done in another
way...? Try to find out so many different solutions before
analysis and selection.

As managers, we should not be the only think tank but
try to get our co-workers think and care together, that

will bring about success and high performance. “Two
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heads are better than one”, but if the other or all the
other heads in the company also think the same way

as the boss does, it is no better than a thinking choir in
which we are the lead singer while the rest are just part
voices. In this situation, you have to put yourself in the
shoes of a conductor for an orchestra of many different
instruments. Employees themselves hardly want to

think differently partly because of their fear of making
mistakes and partly being afraid of displeasing the boss.
Experience shows that the best solutions often come
from the staffs who have hands-on experience and a
good mastery of the specific jobs. Now, the creative and
independent thinking capacity being well-trained will be
put into full operation. Human nature is to defend what
is already regarded correct, on hearing unconventional
things, we will reject them subconsciously. Try not to say
“No” on hearing ideas different from yours. Try to think
those are quite possible and find ways to do them. Try
to apply the thinking as per ISO evaluation system “look

for the fitness, don’t look for the unfitness”. If managers
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can train themselves to think from many perspectives,
even in quite independent ways and to motivate people
Sang kién, sang tao/Innovatives, innovation
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to articulate their ideas and solutions, they can definitely
reach creative and breakthrough solutions. Besides,

an important thing to notice is that ideas proposed by
the staff may be just “crude” and incomplete; managers
need to work with their teams to tune them into good
solution (if suitable). If these ideas are rejected right
from the beginning, how to have a chance to develop
them into workable solutions. Don’t deprive yourself of
the opportunity to have creative solutions.

When there is an idea or solution considered correct by
most people or common sense, as the thinking leader

of the team, you should direct people to put it out of
their mind. Try to get other possibilities, as many as
possible. Don’t try to compare these new alternatives
with the original correct one. Encourage people to talk

freely, don’t overlook any ideas, even the “crazy” ones.
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Therefore, there will be different solutions and all the
team members will realize that they have the right to put
forward their ideas and are listened to. Then, they will be
more confident to propose what seem really “weird” at
first. It is completely possible that due to these different
ideas, we can go to a turning point in our business
activities. The world has witnessed many of such things.
Sony is a typical example. When people were listening
to music with a huge cassette player at home, Sony’s
President suggested that people could listen anywhere,
anytime with a small player by their side. This gave birth
to really successful Walkman.

Moreover, it is a huge encouragement to staff when

their ideas are listened to by the boss and others, then
developed into a perfect solution, applied to bring about
68 v
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good results for the company. They will feel their real
contribution to the company’s development and success;

a feeling of happiness and pride that cannot be bought
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by money. The ever biggest happiness for managers is
to build up a team which can not only work for but also
think for them, more intelligently and productively.
Obviously, nothing is easy as human will naturally react
against ideas different from their so-called right ones.
We need to train ourselves so as not to reject in the
mind. Otherwise, we will destroy the budding ideas and
leave us thinking and talking by ourselves with old-
routine solutions; the team are just the implementers.
The fact that we can afford this and make other people
do it together means we possess an excellent collective
thinking. One more thing, the absurd and independent
ideas will not always be successful. It is such a great
success to have some right ones out of ten. For the rest,
you will feel like wasting time to listen to nonsense. But
don’t be discouraged because besides at times having
wonderful solutions for ever better results, you will reap
the greatest benefits of a collaborative effort. That is the
reward for your own effort.

Sang kién, sang tao/Innovatives, innovation
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GIAI PHAP CAI THIEN

NANG SUAT LAO PONG

TAI VIET NAM

NGO PINH PUC

Thuan lgi va kho khan cho nha dau tw nwéc

ngoai trong nam 2015

Pén 2015, chinh phu Viét Nam sap hoan tat cac

théa thuan da phwong nhw TPP, AEC..., va sé cé nhiéu
cai cach vé hanh lang phap ly va chinh sach wu dai
danh cho céac nha dau tv nwéc ngoai trong linh vic
cong nghé, dich vy, san xuat... tao diéu kién thuan lgi
cho viéc thu htt cac nha dau tw vao Viét Nam. Bén
canh d6, su 6n dinh vé mat kinh té chinh tri cing véi thi
trrong hap dan hon 90 triéu dan da s6 & d6 tud6i vang,
strc tiéu dung 16n 1a nhitng wu diém trong viéc phat trién
kinh doanh tai Viét Nam. Tuy nhién mo6t van dé dang
quan ngai la hau hét cac linh viec dau tw nwdc ngoai
tham dung lao dong lam gia cong hang héa nén chi phi

lao dong canh tranh va nang suat lao dong cao la hai
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yéu t0 quan trong dé dam bdo hiéu qua kinh doanh cho
nha dau tu.

70 v
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Nang suat lao dgng — mot tré ngai lon

MGt trong nhitng van dé lam chun buwéc cac nha

dau tw nwdc ngoai la nang suat lao dong ctia Viét Nam
dang thudc nhém thap nhat Chau A — Thai Binh Duong.
Do bén chat viéc kinh doanh lap rdp gia cong tham dung
lao dong va phu thudc vao sttc ngudi hon la tri thitc nén
ndng suat lao dong thap dnh huéng nghiém trong tGi

gia tri gia tang cho rat nhiéu doanh nghiép dau tw nuwdc
ngoai.

Chi phi luon tang hang nam tw 10 -15% do hiéu

chinh mitc lwong cho ngwdi lao dong chwa ké cac chi
phi khac cling tang theo nhwng nang suat lao dong

hang nam binh quan hién chi luon tang dudi 10%. Nhu
vay vé ban chat qua mo6i nam hiéu qua hoat dong cua
doanh nghiép giam xudng.

Puwong nhién, phép do nang sudt con c6 nhiéu
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tham s6 khac ngoai ky nang, kién thitc, sttc khde ctia
nguoi lao dong nhuw cong nghé, qui trinh, dau tw...va

bi dnh hwéng bdi chat lwgng quén 1y gido duc dao tao
va qui hoach nguon nhan lyc & tam vi mo. Thuc té cho
thay nang sudt lao dong trong doanh nghiép c6 von dau
tw nwdc ngoai thwong cao hon mat bang chung cta cac
doanh nghiép trong nwéc vi ho da va dang chua dong xtr
ly nhiéu trong s0 cac yéu to nay.

Pau la giai phap hitu hiéu?

Trong khuon kho bai viét nay, xin khéng ban dén
nhitng giai phap lién quan dén vi md va qui trinh c6ng
nghé va dau tu.

Nhu vay, dé gidi quyét mot phan 16n bai toan nay

doi héi doanh nghiép phadi lién tuc cdi tién va nang cao
Sang kién, sang tao/Innovatives, innovation
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hiéu qua hoat dong bang qui hoach hgp ly va gidm thiéu
doi du lao dong, nang cao ky nang nhan vien va dac biét
la thay d6i hanh vi va théi quen lam viéc thiéu tinh cong

nghiép. Song song do, cac chinh sach quan ly hiéu qua
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cong viéc ca nhan va dai ngd can phai dugc ap dung
nham gitp cho d6i ngii lao dong hwéng dén viéc no luc
gia tang nang sudt dé cai thién thu nhdp. Tém lai, doanh
nghiép va ngwoi lao dong cung cam két huéng t6i hiéu
qua cao hon trong moéi hop tac cung cé lgi.

Tiéc la khong it nha dau tw qua chay theo cac muc

tiéu kinh doanh va lgi nhuan ma dat nhe viéc dao tao va
phat trién nguon nhan lyc cho trung va dai han, khong
ap dung chinh sach lwvong thwdng dwva trén su gia tang
nang sudt lao dong bén vitng, nén khé xay dung dugc
mot doi ngli nhan sy c6 k§ nang chuyén mon cao voi
tinh than cai tién lién tuc.

Mot s6 doanh nghiép da quoc gia hang dau trén

thé gigi da trai nghiém hoat dong nhiéu nam & Viét
Nam luon cam két lién tuc c6 ngan sach danh cho cac
chwong trinh céi tién nang cao quan tri cing nhw nang
suat lao dong. Cac giai phap va cac chwong trinh hanh
dong ludn dwgc dé cao va tinh toan trén hiéu sut dau
tw (ROI) nén ho sé thu dwogc 1gi ich tir chinh cac khoan

dau tw nay mot cach thong minh va dai han.
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Bén canh do, viéc str dung hiéu qua cac nguodn luc

cta doi tac cung tng dich vu dao tao, tuyén dung, thué
ngoai nhan lyc... tai Viét Nam da gop phan gia tang
nang sudt cua ho trong thi treong noi dia. Thuan lgi 16n
nhat la nhitng don vi nay c6 kinh nghiém va c6 san cac
hé thong céng cu dugc cong nghé hda nén van dé dinh
lwgng va quan 1y hét sitc minh bach. Lam nhw vay, ho
tan dung suw hiéu biét vé dac thu va van hoa kinh doanh
72 v
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tai Viét Nam ciing nhuv kha nang ban dia hoa giai phap
cta doi tac trong viéc qui hoach va dinh mitc lao dong,
dao tao, dong vién va quan ly nhan lyc tai dia phvong.
Pbuong nhién, 10i giai tron ven cho bai toan cai thién
nang sudt lao dong khong chi tir phia quan tri vi mo cta
doanh nghiép ma con phai ttr quan ly vi mo ctia nha
nuwdc vé gido duc, dao tao, qui hoach nguon nhan lyc. ..
Trong khi cac bién phap vi m6 nay mat rat nhiéu nam dé
c6 duogc két qua ké tw khi thye sy bat dau xtr 1y ching,

doanh nghiép khong thé chd ma can phai tw than van
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dong. Giai phap theo triét ly d6i bén cung c6 lgi v6i nguoi
lao dong, t6t hon nita thi co sy trg gitp cta doi tac dia
phwong, thi da phan két qua thdy dugc ngay trong vai
thang.
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SOLUTIONS TO IMPROVE

LABOUR PRODUCTIVITY

IN VIETNAM

NGO DINH DUC

Advantages and disadvantages to foreign investors
in 2015

In 2015, Vietnamese Government is going to seal the
bilateral agreements such as TPP, AEC... and has
reformed legal passage and favorable policies for
foreign investors in the fields of technology, services,
production, etc., creating advantages to attract investors
to Vietnam.

Moreover, the political and economic stability and an

attractive market of over 90 million people in the golden
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ages and of large consumption are the remarkable
advantages to grow business in Vietnam. However,
most of the foreign invested companies engage in
labour intensive processing thus, competitive labor cost
and high productivity are the key factors to ensure the
business efficiency for investors.

74 v
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Labour productivity — a huge obstacle

One of the biggest issues making foreign investors
hesitant is that Vietnamese labour productivity belongs
to the lowest group in Asia — Pacific. Because their
business of processing and assembling are labour
intensive and dependant more on labour force than
knowledge, low labour productivity affects badly to the
added values of so many foreign investors.

The labor cost always increases by 10 — 15% annually
due to the salary raise besides other inflating costs;
however, current labour productivity per capita always

has kept improving fewer than 10%. Therefore, the
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corporate operational efficiency decreases year after
year.

Certainly, the productivity measurement results from
many factors rather than skills, knowledge, health of the
laborers, such as technology, process, investment...

and is influenced by the quality of education and training
management and human resource planning at macro
level. Reality shows that labour productivity in foreign
invested enterprises is normally higher than the norm

of local companies because they have been proactively
tackled with many of these factors.

Which are effective solutions?

This writing opts to ignore the solutions for macro
management, technological process and investment.
Thus, to solve the big part of this problem requires
businesses to continuously improve and increase their
Sang kién, sang tao/Innovatives, innovation
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performance by logical planning and reducing the

redundant labour force, enhancing their staff’s skills,
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especially changing unprofessional working behavior
and habits of laborers. In addition, policies of individual
performance appraisal and benefits need applying to
motivate workers striving to improve working productivity
for better personal income. In a word, both employers
and employees must commit to aim for higher results of
mutual benefits.

It is a pity that many investors often aim for short-term
profits at the cost of human resource training and mid-
and long-term sustainable development and productivity
growth.

Some world leading multinational companies of well-
established operating experience in Vietnam commit

to continuing programs of management and labour
productivity improvement. Solutions and action plans
are always linked to return on investment (ROI).
Furthermore, efficient and clever use of resources can
be had by partnering with local providers of training,
recruitment, human resource outsourcing services.

Their biggest advantage is available experience and
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technological tools which make it easy to quantify and
manage the results transparently. By doing so, they do
make the best use of the partners’ mastery of business
particularity and cuture in Vietnam as well as their
capability of solution localization in labour planning and
norm setting, training, motivating and managing local
labour force.
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Certainly, the answer to the problem of labour
productivity improvement comes not only from corporate
micro management but also from macro management

of education, training and human resource planning...
While these macro measures will take years to deliver
from the moment of execution, businesses can not wait
to find their own ways. The approach of bringing benefits
to all concerned will mostly bring about good results in

a short time.
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LAM CHU

HUY NAM

1. Lam chu la khai niém tirng duwgc nhac dén nhw

com. Nhung c6 1€ khong it dip ta cling da nghe ai do
ndi...”chan” khi nhac dén chuyén lam chta. Chan com
la diéu dang tiéc! Tuy nhién, that may do chi la van dé
k¥ thuat, 1a 16i tiép can 16i mon, ho hao suéng hoac ap
dat don diéu. Cach truyén tung gido diéu sé han ché

s cam thy vé y niém lam chd, con y twéng chuyén

tai don diéu c6 thé gdy méo mo cho tirng boi canh ma
khai niém nay muén truyén dat. Lam cht khéng con la
nhung chwa quen, da cli nhung con mdi, biét r6i nhung
chwa hiéu hét... Vay lam chu thé nao?

Lam chu trwde tién nghia la khong lam khach. Khai
niém nay dé dan cho huéng tw duy la ngwoi nha. Lam
chu vdi tw cach la nguwdi nha thi dé ¢6 cam nhén co
quan hay xi nghiép la nha. Ngwoi Nhat ho da lam vay!
Tinh cam nguwoi nha lam cho ta khong ngai hoa nhap,
yéu va gan bo noi lam viéc hon. Nho dé ma cac khoang

cach cling sé dugc thu hep. Lam chu véi phong thai
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ngwoi nha ta ¢6 mat tinh than lam chu thoat thai va cong
sinh. Vi t6i 1a mot thanh vién dang song, chia sé va duwgc
chia sé v@i nha do, toi ty thdy minh c6 trach nhiém vai
noi toi lam viéc. Mot khi y thitc vai tro lam chu cua toi
hinh thanh nhw vay thi t6i sé thic hanh vai tro d6 mot
78 v
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cach ti nhién. Khéng 6n ao cuwong diéu, nhung ldc nao
tinh than lam chu ay cling méi nhw com noéng.

Néu dwge nudi dudng tot thi tinh than nay sé tu

sanh so6i ndy nd, khong can o ép. Bang khong nguoc lai
sé la vong lan quan. Vi dy, vi lo ngai nhan vién khong
lam cha ma ta c@ ham di nau lai khau hiéu lam chi mot
cach “vo hon” sé la sdo rong. Hodc, muén c6 nguwdi nha
ma ta lai x su theo kiéu bé trén roi phan xuéng thé nay
thé no... sé dé la cach day ho vé phia khach. Ciing sé
kho hién thyc mot tinh than lam cha tap thé néu ting
ngwoi lam chu khéng thdy minh trong d6. Khong la
nguoi nha thi nhan vién sé kém thich thi, con doanh

nghiép sé khé dén gan vdi cai nhat thé. Lam chu rat gan
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glii chw khong trvu twong...

Lam cht co quan xi nghiép la mot tinh ty dep dé

can dugc gieo hat, moc mam. D6 khong la chiéc éo,
cling chang phai diéu ran... Tw thé 1am cha cia nhan
vién c6 dugc tir qua trinh sinh hoc nhu vay sé cho long
tw trong, niém ty hao, gitp phat trién y thitc gin git, xay
duwng céc gia tri chung cho tap thé dang dung nap ho.
D6 1a mot tinh than lam cha tap thé dich thwe! Cac gia
tri dac treng cta t6 chitc nhd d6 ma tich ty, gitup hinh
thanh van héa t6 chitc hay van héa doanh nghiép.

2. Lam chu chi c6 vay thoi u? Khong, do chi la mot

gia tri lam chu, la khai niém xa hoi quan trong nhung dé
bi xao lang vao bdi canh giao thoi. It xuat y vé cam nhan
lam chu theo tiép can la nguwdi nha trén day giup ta hiéu
ban chat van dé tot hon, dong thoi dé gin giit cac gia

tri khac.

Vé phuong dién sy nghiép, khai niém lam cha goi

ra va khuyén khich mét tw duy chuyén nghiép. Lam chua
Sang kién, sang tao/Innovatives, innovation
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la ndm vitng va quan xuyén céng viéc hay nghé nghiép.
Cu thé, chang han khi ngudi ta nhac dén y niém lam
chu thiét bi hay cong nghé la mudn c6 cac chuyén gia
cho mé6t don vi hay mot nganh kinh té. Thuat ngit tiéng
Anh goi khai niém nay la “mastering”. Tinh than lam chu
0 day la dong lvc viron t@i hoan thién, giup ting ca
nhan tién bg, t6 chirc hién dat, xa hoi phat trién.

Khai niém lam chua nay doi héi moéi ngwdi trong to

chic phai luon rén luyén, tu trau doi, tim toi, nghién
cttu... dé dap tng yéu cau cong viéc hay vi tri hanh su,
nhat la dé khong lac hau hay bi dao thai. Xem vay, viéc
lam chu vé tay nghé hay kién thitc nay sé bo sung thiét
thue cho tinh than lam chi theo khai niém la ngwdi nha.
Nhung khai niém lam chu nay khong chi dung lai ¢ viéc
nam virng hay quan xuyén, ma xa hon con ham y lam
tron, la sy sam vai t6t hay chu toan. Khi dat dugc kha
nang lam cha nhw vay ta dong thoi cé thé kiém soat
duwoc hanh vi. Cac ca nhan sé hanh dong ty tin hon, uy
tin td6 chitc nho d6 dwgc nang cao.

Du cho ludn duwgc khuyén khich, khai niém lam
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chut nay cling thuwong co tr y thite chit khong phai do
su 0 ép ngoai lai. Pa 1a y thitc thi cling can phai gieo
va dudng. Nhung khong don gian nhu khai niém lam
chu trwde, ¢ day can duoc tao diéu kién thyc té€ hon

va c6 thé phai cham s6c nhiéu. Sy twong tac trong no
lyc vieon 1én, va qua trinh lam chu céng viéc hay nghé
nghiép trong mot to chitc, cé thé sé tao ra sw canh tranh
hay sang loc. Nhung diéu nay khong cé gi xdu va dang
lo ngai cd, vi n6 giip cac don vi, mot cong dong hay xa
hoi manh hon, lanh manh hon.

3. Budc qua pham tru kinh té, khai niém lam chu

sé chinh la chu s& hitru. DPay 1a khai niém co ban nhat,
80 v
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lai rat thye t€ do ¢6 tinh com gao. Tuy vay, gia tri lam
chi nay da trng c6 qua trinh nhin nhan chang don gidn,
khong suon sé... Nhung nho co sy tran trg cua xa hoi,
cudi cung thi con dwong lam chid nay cling da dugc ma
ra. Ngay nay quyén s& hitu da dugc xac dinh, xac 1ap

rd qua cac khung luat (giao dich dan sy, kinh té thuwong
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mai, doanh nghiép), dién hinh nhw Luat Doanh Nghiép.
Viéc nhin nhan chu sé& hitu da dwgc minh dinh. Vi du,
cht sé hitu doanh nghiép nha nuwéc (DNNN) la Nha
nuwdc, cha sé hitu cong ty c6 phan la cac c6 dong, v.v...
Kha nang dinh doat nay twdng chang con can giai thich,
vi hau nhv ai di lam thi at cling hiéu, nhuwng khong chac
ai cling c6 thé thau hiéu. La bdi, do nén kinh té tap trung
bao cap kéo dai, khai niém lam chi nay da bi lan qua
10n lai qua lau gitra nghia vu xa hoi va dong co kinh té.
Tt cach hiéu don gian (khong tach bach), khai niém
lam chu l1a ngwdi nha (lam chu tap thé) cé vé nhw da bi
tron chung véi khai niém chu s@ hitu veé tai san. Tinh
trang nay c6 thé dwa day dén cac hanh dong hay nhin
nhan tiéu cyc: Mot mat, cé si c6 y lam dung tai san nha
nuwdc (sé hitu); mat khac, thd o hay o ép ‘tinh than lam
cht’ qua cung cach cuwong diéu chir khong theo dao ly
nguoi nha.

Nhin chung, nhd béi canh van dong tich cuc va

duoc phan dinh, ngay nay ca ba khai niém lam cha trén

da c6 thé ton tai dong thoi trong mot doanh nghiép. Cac
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chu s@ hitu luén tao diéu kién dé c6 mot doanh nghiép
dung nap tat ca nhan vién la nguwdi nha. Boi ngli nguoi
nha nay ty né lwc va dugc tao diéu kién viron 1én lam
chu tay nghé va kién thitc dé cung phat trién. Doi vdi
cac cong ty c6 phan, dac biét la tai caic DNNN dugc co
phan hoéa, ngudi lao dong con c6 thé vira la ¢6 dong,
duwgc wu dai mua hay tang co phan... Sy dan quyén
Sang kién, sang tao/Innovatives, innovation
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nay cho phép ta nghi dén mot boi canh cong ty tot dep
va vitng manh. Tuy nhién, day lai la m6t béi canh giao
thoi khac nita can dwgc nhan dang r6 va hiéu ding dé
c6 hanh x ding. La vi, thyc té khong it nguwdi nay van
chwa hiéu hay khong phan biét dwgc viéc ho thyce hién
cac vai tro lam chu ctia minh thé nao.

Lam chtd cach nao thi van rat can va gan giii nhu

com. Cau chuyén con dé sy nong hoi...
OWNERSHIP

The author introduced three kinds of “ownership” from

an employees perspective.
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The first kind is the employees step by step realize that
they have to take “ownership” of their jobs in order to
accomplish the most and realize their full potential, and

hence get the most out of their jobs. Business owners
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need to help build this culture together with their
employees.

Flowing from the first, the second meaning of
ownership is that employees do their best to master the
technology, starting with their job and then their career
and finally prepared to take care of activities related

to their organization. The employee becomes truly
“involved” not only in their job but also the environment
where they work.

The last kind is the economic and legal ownership

of the organization, by laws turning employees into
stockholders, part owners of the company.

But the very first thing necessary to make all this happen
is for the majority owner, the one with management
power, to commit him/herself to this concept and make
sure everyone buy into it.

82v
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HIEU PUNG VE SU SANG TAO

CUA NHAN VIEN

TED NUYEN

Hau hét chting ta déu hiéu rdang sdng tao la tién dé

dé phat trién kinh doanh nhung lam thé nao dé khuyén
khich sv sang tao trong nhan vién? Pdy la cau hoi khong
don gidan véi nhiéu nha quadn ly. Budi tro chuyén ngdn voi
ong Ted Nuyen, Tong giam doc Coéng ty OPAL Vietnam,
nguoi co hon 17 nam kinh nghiém lam viéc cho IBM trén
cdc linh vuc qudn ly ban hang, tiép thi, phat trién kinh
doanh va phdt trién san phdm tai thj truong My va quoc
té, sé mang dén cho chung ta nhitng kinh nghiém trong
l[inh vuc nay.

Ong ddnh gid thé ndo vé su’ sdng tao ctia nhdan vién
trong kinh doanh?

Theo t6i, chit “sang tao” dung trong nghé thuat phu

hop hon. Con trong kinh doanh, si sang tao thwong dé
chi nhitng y kién mdi, gidi phap mdi, cach lam méi, quy
trinh mdi... va nhitng cai mdi d6 hy vong cudi cung sé

mang lai két qua t6t vé doanh thu, 1gi nhuan. That ra,
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muon phat trién kinh doanh thi can cé hai yéu t6: (1)

s cdi tién (improvement): lam viéc toc do nhanh hon,
84 v
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gia thanh ré hon va hiéu qua tot hon va (2) sw doi méi
(innovation): lam mot diéu gi d6 md&i hoac khac (vdi cai
minh thwong lam).

DPau la yéu to quyét dinh yéu t6 sdang tao trong kinh
doanh, phai chang la do mét hodc vai nhan vién co ndng
khiéu ddc biét?

Nhiéu nha quan ly thwong nghi cac “ng6i sao” la

nguoi sé quyét dinh tinh sang tao ctia nhém, t6 chic.
Nhung thye t€ m6t nhan vién rat gioi nhung cé ca tinh
khac biét vGi nhitng nguwdi trong nhom co thé gay rac

roi cho viéc quan ly. Chinh vi vay, ngudi tuyén dung nén
chon nhitng ngwdi c6 ky nang dong thdi c6 su hoa hop
vé van hoa t6 chitc, doanh nghiép.

Chung ta can hiéu rang sang tao trong kinh doanh

khong mo ho nhw trong nghé thuat. D6 1a nhitng giai

phap ma mot nhém nguoi tim ra sau qua trinh lam viéc
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an y vGi nhau, nham tang doanh thu, tang lgi nhuan
qua lam viéc nhanh hon, t6t hon, ré hon, md&i hon, khac
hon. Pac biét, muodn c6 cdi tién, ching ta phai nhin vao
tong thé cac van deé cua t6 chitc dé cho ra y twdng mai
hodc tim kiém cac cac y twdng & doanh nghiép khac
(dugc cho 1a phu hgp) dé tting dung vao doanh nghiép
minh. Nhw vay, yéu to quan trong cuia si sang tao trong
nhan viéen chinh la nha quan ly. Anh ta la nguoi tap hgp
nhom nhan viéen, tao ra mot moi treong lam viéc tan tuy,
hét long m@i cé dugce sy sang tao trong kinh doanh.
Theo anh thi mét nguoi cdp trén khéng cé kha

ndng sdng tao co thé tao dong luc cho nhdn vién sdng
tao khong?

Co thé. Vi sang tao la qua trinh moi nguwoi cung lam
viéc an y va dwa ra nhitng cach thitrc lam viéc, phuong
Sang kién, sang tao/Innovatives, innovation
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an kinh doanh, giong nhw mot doi bong da vay. Vi sao
su xuat hién ctia mot huan luyén vién méi da tao nén

mot doi bong choi hay hon, 1én hang nhanh hon? Do
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la vi ngudi huan luyén vién biét cach lam cho ca déi tu
nguyén luyén tap cham chi va choi hét minh dé gianh
thang 1gi. Mot doanh nghiép hay t6 chitc cling vay, chi
khi nhan vién lam viéc tan tuy, hét long mdi cé dugc sy
sang tao, hay noi dang hon la cé dugc “improvement”
va “innovation”.

Nguoi quan ly sé khoi ddy sy sang tao 0 nhan vién
bang cdch nao, tir kinh nghiém cta anh?

Nhiéu doanh nghiép nhan manh tién va van hoa

doanh nghiép canh tranh trong viéc gitr chan nhan tai.
Nhwng that suw, quan trong nhat van la mot ngudi cap
trén biét lang nghe va do6i xit cong bang vdi tat ca nhan
vién. Chi khi dugc ting x1¢ bang tinh yéu thuwong va
cam thong tir lanh dao thi nhan vién méi cong hién, tan
tuy va lam viéc hiéu qua hon.

Ma sy hét 1ong ctia nhan vién phai dugc xay dung
trong qua trinh lau dai bdi cach ng x1r ctia cap trén
do6i vGi cap dudi chi khong phédi ngay mot, ngay hai.
Chinh vi vay, t6i cho d6 la mot qua trinh hoc héi va ren

luyén lau dai ctia nguwoi quan ly. Con nhg, giai doan
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md&i dugce 1én vi tri Gidm doc ban hang ctia IBM, toi tap
trung nhiéu vao quan ly kinh doanbh, it chi tam dén quéan
1y con nguwdi. Vi vay, toi da gan nhw that bai trong nam
dau vi nhom kinh doanh dat doanh thu nhwng nhén vién
khong c6 s tién bg. Sau bai hoc do, téi da dan hoc
dwgc cach lang nghe, (tng x diing myc va tao niém

tin tir nhan vién va chu y nhiéu hon vao yéu t6 nguén
nhan luc.
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Nguoi cdp trén c6 nén khuyén khich cdc y tuéng

“mao hiém”?

Di nhién, cap trén nén khuyén khich tat ca y twéng

ttr nhan vién, mao hiém hay khong la tir cach nhin cta
moi ngwoi. Tuy nhién, mudn biét dwgc mot y twdng cod
mao hiém hay khong thi thay vi mat nhiéu thoi gian dé
ban cdi thi hay bat tay vao lam. Mét trong nhitng cach
dé trién khai y twdng sang tao la hdy lam nhitng thi
nghiém nhé, ré va nhanh dé danh gia y twéng mdi, cach

lam m&i. D6 ciing 1a cach khuyén khich su sang tao tot
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nhat.

Cdm on anh vé nhitng kinh nghiém hitu ich trén.

Sang kién, sang tao/Innovatives, innovation
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PROPER UNDERSTANDING

OF EMPLOYEES’ CREATIVITY

TED NUYEN

Most of us do know that creativity is the foundation for
business development, but how to inspire creativity
among employees is still somehow a mystery. This
remains as a not-easy-to-answer question to many
managers. A short talk with Ted Nuyen, General Director
of OPAL Vietnam, who possesses over 17 years of
working experience in Sales, Marketing Management,
Business Development and Product Management

at American and international markets, may reveal
practical lessons for this matter.

What do you think about company staff’s creativity in
business?

To me, “creativity” is better for art. In business, creativity
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is actually referred to new concept, new solution, new
way of working, or new process... and those new things
are expected to bring good results in terms of revenue
and profit. In fact, there are two ‘must’ to develop a
business: (1) improvement: faster working rate, cheaper
price and better performance (2) innovation: doing
something new or different (from things we usually do).
88 v

Sang kién, sang tao/Innovatives, innovation

What are factors that define business creativity? Are
they from one or several specially talented employees?
Many managers think that “star employees” are decisive
elements of a team or an organization. Still, a really
efficient employee with different personalities to other
team members may cause troubles to management. It is
for this reason that recruiter should choose candidates
who are not only skilled but also bear harmony with
organization and business culture.

It should be known that business creativity is not as

abstract as artistic creativity. It is a set of solutions
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set out by a group of people after working out how to
conduct teamwork effectively in order to generate more
sales and revenue by means of faster, better, cheaper,
newer and more distinct methods of working. Especially,
innovation requires one to look at everything in the big
picture of an organization’s issues or looking for ideas
from other corporates (which deemed to be appropriate)
to apply in his or her company. Thus, an important
element of employee’s creativity is the manager. He is
the one who gather the employees, create a completely
dedicated and loyal working environment, in order to
initiate business creativity.

In your opinion, is an uncreative superordinate able to
inspire creativity among his subordinate?

Yes, he could. Because, creativity is about working out
the best way to work together and come up with method
of working or running business, just like a soccer team.
Why does the emergence of a new coach make a soccer
Sang kién, sang tao/Innovatives, innovation
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team play their games better, climbing more ranks? It

is because the coach knows how to make the whole
team dedicate themselves to hard work and training

and give their best to achieve ultimate victory. So does
a company or an organization; creativity could only be
produced once employees work with all their hearts and
minds, achieving “improvement” and “innovation”, in
other words.

From your experience, how could a manager inspire
creativity among his employees?

Many companies emphasize money and competitive
business culture in retaining their employees.
Nevertheless, the most important thing that matters

is a superior who is willing to listen and treat all his
subordinates fairly. Only when being managed with
such caring and compassion from their managers that
the staffs decide to contribute and dedicate more of their
efforts to produce more efficiency.

The loyalty of an organization’s members must be

built through a long time by behaviors of superordinate
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towards subordinate, not just in one day or two. For
that reason, I believe that is a long process of learning
and practicing from the manager’s side. When I had
just been promoted to Sales Manager at IBM, my focus
was business management, not human management.
Consequently, I almost failed in the first year as our
sales team achieved sales target but no development.
After that lesson, I have learned how to listen, behave
properly, build trust from my employees and pay more
attention on human resource element.

90 v
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Should superordinate encourage “risky” ideas?

Of course, superordinate should encourage all kinds of
ideas from their employees, as risk is just a matter of
personal perception. However, instead of spending a lot
of time to find out whether it is risky, turn it into reality.
One of many ways to implement creative ideas is to
conduct small, cheap and quick experiment to assess

new concept and new methods. It is also the best way
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to encourage creativity.

Thank you for your useful tips.
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KHUYEN KHICH SU SANG TAO BANG

CACH PONG VIEN VA THUC EP

LE NGUYEN MINH QUANG

Hau hét cdc doanh nghiép déu néu cao yéu t6 sdng
tao trong qud trinh lam viéc cua nhan vién. Tuy nhién,
lam sao nhan vién cé dong luc phdt huy hét stic sdng
tao cua minh trong céng viéc, do han la bai todn khong
de dang vdi nha quan ly. Twr nhitng chia sé thu vi sau
ddy cua anh Lé Nguyén Minh Quang, Tong giam doc
Cong ty Bachy Soletanche Viét Nam, chung ta sé co
thém nhirng kinh nghiém quy vé cdch phdt huy sy sdng
tao trong nhdn vién, nhdt la trong nganh xdy dung.
Theo danh gia cua anh thi sy sang tgo trong kinh
doanh can thiét nhv thé nao?

Sang tao la yéu cau tat yéu cua s phat trién noéi

chung, khong riéng gi trong kinh doanh. Cé thé hiéu
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rang sang tao la cho ra doi nhitng phwong phap mdi dé
cong viéc hiéu qua hon, tiét kiém cong sitc, chi phi, thoi
gian... Trong nganh xay dung thi sang tao la tim ra cac
gidi phap méi dé tiét kiém nguyén vat liéu, thoi gian thi
cong ma van dap &ng yéu cau chat lvgng cong trinh.
Nhén vién & moi cap bac déu can tim ra cho minh mot
92v
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phuong phap méi moi ngay dé cong viéc hiéu qua hon,
do6 chinh la yéu cau sang tao trong cong viéc ctia moi
nhan vién. Nhiém vu cta nha quan ly la tao ra mot moi
treong kich thich tw duy sang tao cia cap duwédi, khong
dé suy nghi 16i mon, lac hau an sau vao suy nghi cua
nhan vien.

La moét nha quan ly lau nam, anh da kich thich tinh
sdng tao cho nhdn vién trong cong ty nhu thé nao?
Moi nguoi trong cong ty cung xay dung mot thoi

quen dat cau hoéi: “Cé cach nao dé cé thé lam cong viéc
nay tot hon khong?” va dan trd thanh mot nét van héa

ctia doanh nghiép. Cap trén thuwong khong dwa ra cac y
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twdng ma chi ggi y cho nhan vién suy nghi vé cach giai
quyét van dé. Chang han, khi mot nhan vién dé nghi:
“V&i van dé nay, sép cho em xin cach giai quyét” thi
thuvong khong nhan dugce cau tra 10i. Cach lam dung la
nhan vién do6 sé dwa ra mot s6 hwdng giai quyét kha thi
dé cap trén lvya chon. Vi nguwdi quan ly chi ho trg nhan
vién gidi quyét tot hon van dé cua anh ta chit khong giai
quyét thay.

Bén nang cuia con ngwoi thwong huéng dén cude

song thoai mai, dé chiu chit khong ai mu6n déi mat voi
kho khan ca. Chi khi ton tai trong mot moi treong khac
nghiét nén budc con nguwdi minh van dong sang tao dé
ton tai. Vi vay, khuyén khich nhan vién sang tao nghia la
dat nhan vién trudc van dé thi thach dé ho cd gang tim
cach cai thien cach lam viéc, ttt d6 mai co sy sang tao
trong lao dong. Va phai co6 sy sang tao, lam md&i minh
thi doanh nghiép mai co sy khac biét.

Theo anh, kha ndng sang tao ¢ nhan vién phai

chdng la do yéu t6 bam sinh hay can c6 sv tdc dong

cua nguoi quan ly?
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Tuy ting nhan viéen, cé nhitng nguoi co kha nang

sang tao hon nhitng nhan vién binh thuwong khac. Nhw
da noéi ¢ trén, moi treong sé co6 tac dong dén kha nang
sang tao cta con nguwoi. Nguwoi quan 1y can chu y dong
vién, kéu goi hang ngay, tham chi con thiic ép néu can
dé tao cho nhan vién thoéi quen khong bang long véi
nhitng thanh qua minh da dat dugc. Khi da dat dugc
mot bwdc tién trong cong viéc thi tap thé can c6 gang
ding vitng va tim mot “bac thang” khac budc tiép.
Xin anh chia sé thém vé cdch “thtic ép” nao ma anh
dd tng dung thanh céng o cong ty cua minh?

Mot trong nhitng cach thuc ép toi dat ra cho nhan

vién la viéc thyc hién bang ké hoach lam viéc theo nam,
thang, tuan. T6i nhan thay rang phan 16n nhitng nhan
vién chwa cé nhiéu kinh nghiém thuyc té€ thwong thiéu
kha nang dv doan céac tinh huéng ri ro trong twong
lai. Chinh vi vay, anh em nhan vién thwong mat nhiéu

thoi gian dé giai quyét tinh hudng phat sinh va két qua
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khong nhu y muén. Hon nita, néu chi lam ké hoach dai
han, khong c6 ké hoach ngan han thi rat dé dan dén tinh
trang don & cong viéc, anh hudng dén céng viéc cta ca
nhém hodc ca cong ty.

Quy dinh nhan vién phai dwa ra ké hoach lam viéc

theo nam, quy, thang, tuan dé cong viéc thuan lgi hon,
cling la cach dé moi nguoi tw duy, sang tao vé cac van dé
ndy sinh trong twong lai. Mac du mot s6 anh em van cam
thay kho khan trong viéc 1ap ké hoach cong viéc nhu t6i
da dé ra, mot s6 ngwdi khac lai cho rang cong viéc nay tun
mun va mat thoi gian khong can thiét...

Vay anh phdi lam thé nao dé thay doi suy nghi cua

ho?
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Nguoi quan ly phai lu6n gwong mau dé nhan vién

thay cach lam trén la hiéu qua. Pon gian nhat la viéc

sap xép tai liéu, do dung cd nhan ngay tai ban lam viéc.
Sv gon gang, ngan nap ciing la tién dé cho cach lam

viéc khoa hoc va tir d6 c6 diéu kién dé sang tao. Ngoai
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ra, nguwoi lanh dao cling phai dung cach danh gia bang
thang diém hang thang dé khuyén khich anh em lam
bang ké hoach tot hon.

Mot s6 doanh nghiép cho rdng cdch dung tién

thudng trong khuyén khich sdng tao ciing khd hiéu qud,
theo anh thi sao?

Tién thudng cling mang tinh tich cwce trong viéc tao
dong luc sang tao ¢ nhan vién. Nhu tai Cong ty Bachy
Soletanche, ching t6i dung tién thudng dé khuyén
khich nhan vién tim kiém cac rdi ro trén cong trrong
va dé ra bién phap dé phong hitu hiéu. Tuy nhién, lam
thé nao dé nhan vién hiéu rang viéc tim kiém céc rai ro
cong treong nham muc dich dé tang tinh an toan trong
lao dong hon la chi dé nhan tién thuwéng, dé 1a mét bai
toan ma ngwoi quan ly can suy nghi thau dao.

Cadm on anh vé nhirng chia sé trén.

Sang kién, sang tao/Innovatives, innovation
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FOSTERING CREATIVITY BY

INSPIRING AND EVEN PUSHING
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LE NGUYEN MINH QUANG

Most businesses appreciate creativity in their employees’
working process. However, how to motivate them to

fully unlock the potential of their creativities in their
jobs is not an easy-to-answer question for managers.
From the following interesting shares of thought from
Mr. Le Nguyen Minh Quang, General Director of

Bachy Soletanche Vietnam, we will be able to acquire
more experience about how to inspire employees’
creativeness, especially in construction sector.

In your opinion, why does business creativity matter?
Creativity is the inevitable requirement in development in
general, not just business. Creativity could be interpreted
as coming up with new methods to do the job more
effectively, saving more time, cost and effort... Within
construction sector, creativity is to figure out new ways
to save more materials and construction time without
compromising the construction’s quality. Workers at
every rank should find out for themselves new method

every day for their work to be more productive, as this
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is the creativeness requirement for every worker’s jobs.
The mission for manager is to create an environment that
could stimulate creative thinking for their subordinate,
preventing imitation and framed thinking take root in
workers’ minds.

As an experienced manager, how did you promote your
company staff’s creativity?

Everyone in the company develops the habit of asking
question: “Are there any other way to do this job better?”
and this gradually becomes a part of our business
culture. Superiors usually give suggestions, not ideas

so that employees could think about how to solve

the problem themselves. For example, an employee

who suggests that: ‘Please give me the solution for

this problem’ should receive no answer in return. The
proper way to do for the employee is to propose a list of
solutions for the manager to select. Because the role of

managers is to help the workers to do their jobs better,
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not doing for them.

Human nature tends to be drawn towards an easy and
comfortable life, thus no one wants to be on the front
line fixing problems. That being forced to survive in a
tough environment is the only time that a human forces
himself to act creatively in order to stay alive. Therefore,
promoting creative among employees is putting them on
the front line tackling challenges as they try to improve
their way of fulfilling their task, which leads to working
innovation. And innovation and improvement are the
driving forces that differentiate businesses.

Sang kién, sang tao/Innovatives, innovation
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In your opinion, is employee creativity an innate talent or
can be forced on by managers?

It depends on each worker. There are ones who are

more creative than others. As mentioned above,
environment shall impact humans’ creative capability. A
manager should pay attention to the task of delivering

daily motivation and assignment, even pushing, if
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necessary, to build the habit of being unsatisfied by
current achievement among employees. Once a higher
level of accomplishment is recognized, the whole team
must try to stand their ground and find another “level” to
keep trying.

Please tell more the “pushing” method that you applied
successfully at your corporate?

One of the pushes I established for my employees is

to make yearly, monthly and weekly working plans.

I recognize that the majority of workers with limited
practical experience usually are not capable of predicting
future risks. As a consequent, they must spend a lot

of time to solve arisen issues and get unanticipated
results. Moreover, long-term plans without short-term
plans are the easiest ways that lead to tasks being
delayed, causing impact to the work of the whole group
or company.

Setting out the rule that all employees must plan their
jobs yearly, quarterly, monthly and weekly to make it

more productive, is also the way to make them think,
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in a creative way, about future issues. While some of
them still find it hard to plan theirs as the rule, other
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considers this task unimportant and unnecessarily time-
consuming...

So what have you done to change their minds?

The managers must lead by example all the time so that
their employees could recognize the task to be effective.
The easiest example is keeping your desk neat and tidy.
The cleanliness and neatness is also a foundation for
systematic way of working and creating opportunities for
creativity to flourish. In addition, the leaders must use
scale-based monthly evaluation to encourage others
working with their plans better.

Many companies suggest that giving monetary bonus in
promoting creativity is quite effective, what do you think
about this?

Monetary bonus is effective in promoting employee’s

creativeness. At Bachy Soletanche Company, we
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use these bonuses to encourage our employees to
inspect risks at construction sites and suggest effective
preventive measures. Nonetheless, how to make
workers understand that identifying construction site
risks is for working safety rather than a means to get
bonus, is also a matter that manager should consider
thoroughly.

Thank you for sharing.

Sang kién, sang tao/Innovatives, innovation
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HAY KET NOI VOI THE HE Y

LE NGOC TRAM

Pén nam 2025, cac thanh vién caa thé hé Y hay

con goi la 8X-9X (nhitng ngwoi sinh ra trong khoang
gitta thap nién tam muoi va gitta thap nién chin muoi)
sé chiém 70% lyc lwgng lao dong toan cau.

Vi dong chdy tham gia vao lvc lwgng lao dong

nhu mot con 1d cta ho, cac to chitc can sy hiéu biét can
ké hon dé thu hut va git* chan nhitng nhan tai mdi noi

nay. Mot nhém gom 70 nha lanh dao tir khap noi trén
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thé giGi gan day da tuyén bé rang cac nha lanh dao can
phai “suy nghi tré trung hon” va dwa ra nhitng cach thirc
mdi dé gidi quyét nhitng thach thirc kinh doanh ma ho
phai d6i mat ngay nay.

So véi cac thé hé khac, thé hé Y duogc két noi

vdi nhau cuc ky tot, dac biét la trong viéc st dung cac
phwong tién truyén thong xa hoi. Ho duoc sinh ra trong
mot thé gigi cong nghé phat trién va la mot khia canh
thiét yéu cho cudc song. Ho thich giao tiép nhanh chéng
va hiéu qua thong qua email, phwong tién truyén thong
xa hoi va cac van ban thay vi st dung phuong tién
truyén thong.

Khi doanh nghiép da hiéu rd moi trwong tuyén dung
100 v
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do6i véi Thé hé Y, ho can phai tao ra mot chién luwgc
tuyén dung dugc thiét ké dac biét. Dugi day la mot vai
10i khuyén dé thu hit va tuyén dung thé hé Y tai nang:
Lwa chon diang kénh lién lac

Nhiéu nha quén ly cdm thay rat kho tim ra dwgc

http://tieulun.hopto.org



nhitng cach tot nhat dé tuyén dung, quan ly va duy tri
thé hé Y bédi vi khong hiéu céi gi sé lam cho ho cha y.
Nhitng nguwdi am hiéu cong nghé thwong 16n 1én véi
sy kich thich twong tac @ muc do cao: tro choi video,
Internet va mang xa hoi - nhitng thit ma cac thé hé 16n
tudi hon khong xem trong. Két qua 1a, thong tin tuyén
dung ngay nay khong du sirc thu hit déi véi cac doi
twgng muc tiéu nay. Can c6 mot chién lwgc méi cho
viéc tuyén dung dva trén kinh nghiém, sy dap tng va
tap trung vao kénh théng tin tuyén dung phu hgp.
Tuyén dung dva trén méi quan hé

Tuyén dung dva trén moi quan hé l1a phan dau nuoi
duwdng mot moi quan hé 1au dai, mang tinh ca nhan véi
cac (ng ct vién tiém nang. Muc tiéu la phat trién mot
moi quan hé trong thdi gian dai vGi cac tng vién “thu
dong” - nhitng sinh vién dang hoc hodc &ng vién tré day
tiém nang nhung chwra muén doi viéc.

DPé lam diéu nay, cac to chitc cé thé st dung cac

cong cu nhw nhitng trang web thong minh dé tim hiéu

thém vé khach truy cap vao trang web. C6 thé st dung
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né dé két noi trén cac kénh xa hoi va kip thoi cung cap
cho d6i twgng nay nhitng thong tin c6 lién quan vé linh
virc ma ho quan tdm nhw nghé nghiép va viéc lam trong
cong ty. Theo thdi gian, m6i quan hé nay dugc tao dung
dya trén su tin twédng va nhitng tng vién tré day trién
Sang kién, sang tao/Innovatives, innovation
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vong sé quay trd lai ndp hoé so cho doanh nghiép khi ho
c6 y dinh tim kiém cong viéc.

Xay dung throng hiéu tuyén dung cia ban

Nang cao nhan thitc vé thwong hiéu nhu 1a mot

“nha tuyén dung mo wdc” sé ho trg viéc tuyén dung dya
trén moi quan hé bang cach gitip mot tng ctr vién “thu
dong” nhan ra, tin twdng va quay trd lai cong ty khi ho
dang tim kiém mot cong viéc. D€ lam diéu nay, cé mot
sO chién thuat ma ching ta c6 thé st dung:

1. Gia tang viéc tham gia tryc tuyén: Tao ra mot
website nhé chuyén vé tuyén dung danh riéng cho

viéc cung cap noi dung phu hop dé thu hit thé hé Y.

2. Str dung cac kénh mang xa hoi pho bién dé xay
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dung thwong hiéu: viéc dau tw vao sang tao noi
dung dang tai trén Facebook va YouTube sé

tao nén an twgng vé mot moi truong tré, nang
dong.

3. Tao phong cach gian don, thuan tién: Mot trang
web chét lwgng cao, qua trinh tng tuyén don gian
va nhanh chéng trong viéc lién lac v&i nha tuyén
dung chinh la chia khoéa. Ciing giong nhw MTV va
cac tro choi video da c6 mot tac dong rat 16n vao
thé hé Y, sw két hop gitta chirc nang va sy thu vi
sé thu hut ho.

4. Tan dung t6i da nhitng co hoi tiép xtc bén ngoai:
hoi chg viéc lam, dang thong tin, quang cao, hoi
nghi, tai trg cac chwong trinh thé thao hoac cac

st kién trong khuon vién trueong co6 thé dong mot
vai tro 16n. Doanh nghiép c6 thé lam cho cac sy
kién trd nén thu vi bang cach mai goi sinh vién
102 v
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mdi tot nghiép tham gia vao cac co hoi thuce tap
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va mot ngay tuyén dung danh riéng cho sinh vién.

5. Hay hiéu thé hé Y: Cac doanh nghiép khong nén

bi dnh hudng bdi nhitng dinh kién thong thuong

vé thé hé nay. Sy hiéu biét day da hon vé dong

co va thai do caa ho sé 1a mot budc tién dai tdi két

qua tuyén dung hiéu qua hon.

6. Hiéu biét vé cac cong nghé dang hién c6: Nhiéu
cong nghé c6 thé dap ing nhu cau tuyén dung;

chang han nhu LinkedIn - m6t nén tang gitp thu

hut tai nang toan cau hiéu qua - giup cho viéc

tuyén dung it ton kém, dé dang va bao mat duwgc

thong tin.

Trong boi canh thay doi cua viéc tuyén dung cac

tng vién tré, néu c6 gang dé hiéu thé hé Y va diéu chinh
cach thirc tiép can cho phu hop, doanh nghiép sé cang
thu hut duwgc nhiéu tai nang. Hon nita, doanh nghiép sé
nhay bén hon v6i viéc dap ng nhitng thach thitc trong
twong lai cta lvc lwgng lao dong hién nay.

Sang kién, sang tao/Innovatives, innovation
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CONNECTING WITH GENERATION Y

LE NGOC TRAM

By 2025, members of Generation Y (born between the
mid-eighties and mid-nineties) will account for 70% of
the global workforce.

With their participation into workforce as a flood stream,
organizations need a better understanding of how to
attract and retain these emerging new talents. A group
of 70 leaders from around the world recently stated that
leaders need to “think younger” and come up with new
ways to address the challenges to be faced to by their
businesses today.

Compared to other generations, generation Y is
extremely connected, particularly with the use of

social media. They were born into an emerging world

of technology which plays an essential aspect to their
life. They prefer to communicate quickly and effectively
through email, social media and text rather than using
more traditional means.

Once understanding the recruiting environment for
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Generation Y, businesses need to create a specifically
104 v
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tailored recruitment strategy. Here are tips on how to
attract and recruit talented Generation Y:

Choose the right communication channels

Many managers find it very hard to discover the best
ways to recruit, manage and retain Generation Y because
they don’t understand what can attract them. The tech-
savvy typically grew up with a high level of interactive
stimulation: video games, the Internet and social media
— which are not appreciated by elder generations. As

a result, today’s recruitment communication is rarely
aligned with the interests of this target audience. This
creates the need for new recruiting strategies on the
basis of experience, satisfaction and suitable recruiting
communication channels.

Relationship-based recruitment

Relationship-based recruitment means to strive to

cultivate a more personalized, long-term relationship with

http://tieulun.hopto.org



potential candidates. Its goal is to develop relationship
over time with passive candidates - students or young
workers potential but unready to change their jobs.

To do this, organizations can use intelligent web-based
tools to listen and learn more about visitors to their
websites. These can be used to connect with them over
social channels to provide them in time with relevant
information about their fields of interest such as career
and vacancies in your company. Over time, a relationship
of trust develops that will produce job applicants to your
company among fresh capable candidates once they

are seeking for jobs.

Sang kién, sang tao/Innovatives, innovation
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Building your “recruiter” brand

Improving brand awareness as an ‘employer of choice’
will support relationship-based recruitment by helping a
‘passive’ candidate to recognize, trust and return to the
company on searching for a job. There are a number of

tactics to be used for this purpose:
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1. To increase online engagement: Creating a
recruiting website dedicated to providing content
tailored to attract Generation Y

2. To make use of popular social channels for brand
building: Investing in creative contents seeded
across Facebook and YouTube to give the
impression of a young, dynamic environment.

3. To keep it user-friendly and simple: A high
quality website and a simple application process
facilitating rapid communication with recruiters are
keys of success. As the huge impact on Generation
Y by MTV and video games, the combination of
functionality and fun will attract them.

4. To make the best use of external touch points: Job
fairs, postings, ads, conferences, sponsorship

to sports or campus events can play a big role.
Businesses can make these events more exciting

by offering fresh graduates internships and a
recruitment day for students.

5. To understand Generation Y: Businesses should
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not be swayed by common preconceptions about

this generation. A fuller understanding of their
motivation and attitude will fill a big gap toward
more efficient recruiting results.

106 v
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6. To understand the available technology: Many
technologies are available to meet recruitment

needs; for example, LinkedIn - an efficient global
talent acquisition platform — makes recruitment

less expensive, manageable and confidential.

In the changing landscape of young candidate
recruitment, the more businesses strive to understand
Generation Y and tailor their approach accordingly,
the more talents they will be able to attract. Moreover,
businesses will be smarter and sharper in facing to the
future challenges by the today’s workforce.

Sang kién, sang tao/Innovatives, innovation
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TAP TRUNG VAO KET QUA
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TRAN BANG VIET

Toi dén dat nwéc huyén thoai nay trong khudn

kho hoc bong ctia chwong trinh Quan ly Sang tao do
B0 ngoai giao Israel cap cho cac quoc gia ngoai khoi
OECD....

Budc dau ngé ngang

Chura dén Israel, ta thwong cho rang day la mét dat
nudc hién dai. Sy thye khong phai la nhw vay. San bay
ctia ho nhé va c6 phan hoi cii du dwgc coi 1a mot trong
nhitng san bay duwgc phuc vu tot nhat thé gidi. Buong
sa va cac cong trinh xay dung cling vira phai, khong
qua hoanh trang hay tao cam giac choang nggp nhu &
cac nudc Au Chau. Tién nghi bén trong ciing nhu vay.
Sttc manh ctia ngwdi Do Thai nam & hai chit Hiéu qua
va Tap trung. Ho tap trung tinh than va nguon luc vao
van dé mau chot nhat ma ho can giai quyét chit khong
phai hinh thitc bén ngoai.

Va ho thye hanh tinh than dé rat 3M: Moi ngay, Moi
nguoi, va trong Moi hanh dong.

108 v
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Hanh trinh tim hiéu nang lyc sang tao cia

nguwoi Do Thai

Khoéng kho dé gidi ma dugc nang luwc khai nghiép

va sang tao cuia ngudi dan noi day. Hau hét nhitng
nguwoi c6 quan tam déu cé thé chi ra dwoc it nhat mot
vai trong nhitng yéu t6 quan trong:

(1) Nén giao duc dé cao dan chi va phan

bién: trvong hoc & day cho phép nguoi hoc dat cau

héi, khuyén khich chat van va phan bién véi gido vién
cho dén khi ho cdm thdy hai long. Chinh vi dugc 16n
len trong moi treong nhu vay cho nén nguoi dan ¢ day
khong ty dat ra nhitng gidi han, khong dé chap nhén
nhitng gia thuyét mang tinh khudn khé. Ho khong bi hay
ty giam minh trong nhitng vung an toan nguc tu tw duy.
(2) Thoi gian phuc vu trong quan doi: tit ca thanh
nién déu phai trdi qua gian doan nay, bat ké la nam hay
nit. Chi sau khi phuc vu xong trong quan doi, thanh nién
ma&i dugc phép hoc dai hoc. Chinh thoi gian nay da

trang bi cho gidi tré y thirc ky luat va ty ky luat, kha nang
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lam viéc nhom, tinh than trach nhiém cao do va y thitc
vé moi quan hé hai hoa gitta c4 nhan va tap thé. Vi vay,
né6 da trung hoa va chuyén hoéa nang lwong tw do va
nang lyc phan bién (c6 thé cé phan hoi thai qua) dugc
hinh thanh trong qua trinh di hoc theo huwéng tich cuc.
Giai doan nay ciing gilp cac ban tré quén bét gido diéu
sach vo dé dén véi nhitng van dé cu thé va sinh dong
hon ctia cude séng. Sau do, thong thwong cac ban tré

sé di lam 14y tién hodc di du lich tim hiéu th€ gidi truée
khi quay lai truong dai hoc. Nho vay, ho tré thanh chu
thé di tim hiéu tri thitc va nghién citu khoa hoc cong
nghé dé giai quyét nhitng van dé hay wéc mo ctia minh.
Sang kién, sang tao/Innovatives, innovation
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Dbiéu nay khac han vdi mot s6 quoc gia, gido duc dai hoc
chi 1a viéc nhoi thém kién thitc vao dau cac em tré chwa
biét gi vé cudc song ma hiéu qua hoan toan phu thudc
vao cac thay, va chac chan la khong cao.

(3) Kha nang tiép can khoa hoc cong nghé:

cac trwong dai hoc cda Israel dwgc dau tw manh va
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c6 trinh do cong nghé cao, ngang tam cac quoc gia
tién tién nhat. Cac treong dai hoc lai c6 quan hé dac
biét sau sat v4i cac doanh nghiép, vdi chinh quyén va
dac biét la v6i quan doi. Do do, chuong trinh dao tao
va cac noi dung nghién citu déu mang tinh thuc tién
va ng dung rat cao. Sinh vién trong cac treong dai
hoc, nho vay, cé dugce tw duy va nén tang cuc tot dé
bat dau sw nghiép. To6i da dén tham dai hoc Technion
va dai hoc Tel Aviv va dwgc gap rat nhiéu nhitng ban
tré khdi nghiép tir nam nhat, nam hai, tham chi tw

ldc chwa vao dai hoc. Pai hoc, doi véi ho, chi 1a mot
canh ctra cong nghé, mdt cong cu dé giup ho rit ngan
thoi gian hién thyc hoa nhitng y twdng cia minh, chi
khong phai la vi bang cap, hoc vi hay chi vi don gian
la khong biét lam gi.

(4) Y thitc sau sic vé nhitng han ché: nguoi

Do Thai dugc truyén thong rat rd va dwoc co xat moi
ngay trong cudc song vé nhitng han ché, thiéu soét va
ap lyc ma xa héi hay quoc gia dang phai chiu. Va ho

hiéu minh phai la ngudi thay déi nhitng diéu d6 nhung
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trwdc tién phai y thitc ro hay tham chi la chdp nhan
nhitng han ché do6. Diéu nay la kha la khi ma da phan
cac nén van hoa khac khuyén khich moi nguoi tha cho
tri twong twong bay xa, suy nghi phai vugt khoi khuon
kho cua thure tai (out-of-the-box) thi nguwoi Israel lai
lam ngwoc lai: suy nghi tap trung, gidi quyét van dé
110 v
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trong tdm va tén trong nhitng rang budc khong thé thay
doi dugc. Ho goi do 1a sang tao inside-the-box. Nho
vay, nhitng sang tao dugc dinh huwéng tét hon. Nhung
O 1€ cling vi vay ma nhitng sang tao cua nguoi Do
Thai thwong thién vé lam t6t hon, hiéu qua hon, ré

hon hién tai (incremental improvement) chi thuwong it
c6 nhitng phat minh mang tinh dot bién hay cach mang
(destructive innovation).

(5) Thai do doi véi that bai: sé 1a ngac nhién khi

néi rang ty 1é khéi nghiép hay sang tao thanh cong tai
Israel, mac du cé dwgc nhitng nén tdng da néu & trén

ho trg, khong qua cao so vdi cac quoc gia khac. Ho
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van that bai, nhwng vi xa hoi khong danh gia hay de

biu nhitng ngwdoi that bai, nén ho lai tiép tuc c6 gang,
hoc héi tir nhitng sai lam ctia minh. Va nho dé, sau rat
nhiéu lan that bai, ho c6 thé thanh céng. Ty 1é thanh
cong trén so lan khai nghiép la khong qua cao, nhung
ty 1€ thanh cong trén s6 dan lai la cyc ky ngoan muc.
Va chuyén di dé lai cho t6i rat nhiéu tran tré...
Nguoi Do Thai thong minh. Toi cho rang nguoi

Viét Nam ta ciing nhw vay. Ngudi Do Thai bi nhot trong
nhitng khé khan bon bé: thiéu dat, thiéu nuwde, thiéu
nguoi va bi vay béi cac quoc gia thu dich, ndi chién kéo
dai, ngay ca dén tiéng ndi van khong thong nhat dugc
sau hon 60 nam lap qudc... Viét Nam chiing ta phan
nhiéu thuan loi hon...

To6i cho rang c6 nam diéu ma cac doanh nghiép

Viét Nam ta c6 thé chu dong lam dugc:

(a) Nhan biét ro nhirng han ché va rang budc

cia minh, chi dong truyén thong dén cho toan thé
nguoi lao dong, va xay dung chinh sach dé dong vién

Sang kién, sang tao/Innovatives, innovation
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nguoi lao dong tré thanh chu thé sang tao, va sang

tao c6 dinh huéng.

(b) Xay dung van hoa chap nhan that bai trong

noi bo doanh nghiép va trong cac hoi doan, cho phép
nhitng nguwdi nhan vién, dong sy hay doi tac cia minh
duwgc phép that bai. Cling nén phan biét r6 cac loai that
bai dé c6 nhitng doi dai khac nhau, nhung quan trong
hon hét 1a dé cao thanh céng, thay vi cham chi vao dém
va tring phat that bai.

(c) Tao moi trwong giao tiép va phan bién tich

cuc dé sém phat hién nhitng han ché hay nhitng van
de tiém an. Pay chinh la nhitng nguyén liéu chinh yéu
cho sang tao.

(d) Tap trung vao viéc tao-ra-gia-tri thay vi
dich-chuyén-gia-tri. C6 Ié da dan qua giai doan phat
trién nhanh va néng cia nén kinh té€ dé ma nhitng
thanh cong c6 thé dén mot cach dé dang tir viéc van
dung lgi thé thong tin-quan hé, két néi co hoi hay mua

di ban lai mot san pham hay dich vu. Véi nén kinh
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té dan hoi nhap, dé ton tai duwgc, cac doanh nghiép

cta ching ta budc phai tao ra dwgc gia tri bang cach
lam t6t hon, hiéu qua hon, hay sang tao ra duwgc san
pham. Néu khong lam dwoc diéu nay, trd luc sé ngay
cang 16n trong khi 1gi thé sé ngay cang nho. Cac doanh
nghiép va ca nhan ma t6i dugc tiép xuc trong suot

gan mot thang & Israel cling nhu cac ban dong hoc tw
nhiéu noi trén thé gidgi déu cho thdy mot mau s6 chung
kha ro nhu vay.

(e) Hwdong dén cong nghé va kha nang nhan

rong. Dinh huéng sang tao nén hwdng dén yéu td cong
nghé dé maot thanh cong c6 thé dwgc nhan 1én nhiéu lan,
112 v
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va nho vay, chi phi dau tw trén tong doanh thu sé trd nén
thap & mirc chap nhan dugc.

Cudi cung, mot dieu ma chung t6i nhan ra mot

cach hién nhién trong khoé hoc la: ngudi Do Thai ho
khong thong minh hon, khong c6 kién thitc siéu viét

hon, khong han cé y twéng t6t hon, khong c6 nguyén
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liéu nhiéu, khong c6 thi truong noi dia rong 16n... DBiéu
duy nhat ma ho lam t6t hon minh chi la ho lam that, tap
trung va huéng dén hiéu qud, khong hé ho hao, nhung
két qua cong viéc cho thay ro tat ca.

Mong lam mdt ngay cac doanh nghiép ctia ching

ta thanh c6ng vuot bac, quoc gia ctia ching ta hung
crong dén mitc co6 thé dirng ra t6 chirc nhitng khoa hoc
giip ban bé nam chau cung tién bao.

Sang kién, sang tao/Innovatives, innovation
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FOCUSING ON RESULTS

TRAN BANG VIET

The Author shares his observations and lessons

learnt from nearly one month’s study in Israel on the
scholarship issued to non-OECD countries by the
Israeli Ministry of Foreign Affairs.

The strength of the Israeli people can be described

in two words of ‘Efficiency’ and ‘Focus’. They focus
their mental and physical resources in resolving the

most crucial issues. And they practice it in a ‘3E’ way:
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Everyday, Everyone and Every action.

Here are a few of the key factors nurturing their
entrepreneurship and creativeness:

(1) Education emphasizing democracy and critical
thinking sets the students free to explore, ask questions,
and not to easily accept rigid assumptions.

(2) All young people must experience a military service
regardless of male or female before going to study in
colleges; when they are equipped with the sense of
self-discipline, teamwork, high responsibility and the
awareness of the necessary harmony between individual
and community in real life.

(3) Israeli colleges are heavily invested in high level of
technology. Colleges also have close partnership with
companies, government and especially the military to
build highly practical and applicable training programs.
(4) Israeli people are clearly aware of the threats to their
survival and must be alert and focused to face their
challenges.

114 v
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(5) Positive attitude toward failure. Losers are
encouraged to make another attempt, learning from

their own mistakes.

Lessons learnt to be possibly applied to Vietnamese
companies include:

(a) Clearly aware of one’s own limits and constraints,
aggressively communicate to all employees, and

develop a policy to inspire employees becoming

creative subjects, and innovating with clear purpose.

(b) Foster a culture of failure acceptance within
companies and associations, allowing our employees,
colleagues or partners to fail. The most important thing

is to appreciate the success, rather than to focus on
counting and punishing the failures.

(c) Nurture an environment of positive communication
and constructive criticism to early detect potential limits
or problems.

(d) Concentrate on ‘creating value’ rather than

‘transferring value’. For an increasingly integrating
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economy, to be able to survive, our enterprises must
create more value by the better off in operation with
higher efficiency or invent new products.

(e) Application of technologies will result in success
of multiple magnitude, driving down costs and up
profits.

Finally, one thing came to his acknowledgment with
certainty: the Israelis are neither smarter, nor possess
superior knowledge, nor have better ideas, nor

hold plentiful supply of materials, nor enjoy broader
domestic market... The thing that set them apart is

the keen focus on what they need to do, and do it with
utmost efficiency.

HE THONG,

XAY DUNG HE THONG

SYSTEM,

BUILDING SYSTEM

116 v
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LAM MA CHOI, CHOI MA LAM

TRUONG CHIi DUNG

Trong cac dy bao vé xu huéng nguon nhan Iuyc cho
nhitng nam sap dén cé deé cap:

“Nhdn vién chdn lam viéc va dén cong s luén bai

hodi vi phai Idn ngup trong con lut 1i thong tin tu’ cac
mang xd hoi va cdc thiét bi di dong luén qudn quyt bén
ho. Thdt kho dé phan logi chiéc mdy tinh bdng hodc
chiéc dién thoai di dong ho dang diing la moét thiét bi cd
nhdn hay moét thiét bi phuc vu cong viéc noi cong so. Va
trong 8 gio' lam viéc thi nguoi co luvong tri nhdt sé dung
bao nhiéu thoi gian cho cdc thiét bi dé va con lai bao
nhiéu cho céng viéc ctua doanh nghiép?”

Quyén sach ctia Brian Burke “Tro choi héa cong

viéc: viéc do dd tao dong luc cho con nguoi lam cac viéc
ky diéu nhu thé nao” xuat ban 2014 c6 doan sau:

“Con nguoi tim cdm hitng bdng nhiéu cdch. M6t

cdch dé tao dong luc cho con ngudi la cho ho nhitng

thir thdch thuc té, khuyén khich ho tién trién dan, va dé
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ho ddn than day cam xuc nhdm dat dugc no luc tuyét
diéu nhat tir ho. Tro choi héa coéng viéc lam chinh diéu
do. Vé ban chat, tro choi héa la lam con nguoi ddn thdan
118 v
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¢ mutc cdm xuc va tao dong luc cho ho chiém linh muc
tiéu cua minh. ”

Phan tich mot chit veé vai tro ctia Tro choi héa cong
viéc, Burke da tom tat lai 6 y nhu sau:

- Tro choi héa céng viéc lam con nguoi ddn than

¢ mufc ddy cam xuc, manh hon nhiéu so vdi cac chién
lwge huy dong con nguwdi theo kiéu truyén thong trudc
day.

- Cac phan thudng tw bén trong lam con nguoi dan

thdn bén virng, con cac phan thudng tir bén ngoai kém
bén virng va cé khi con lam nguoi choi mdt hao hirng
nira.

- Con nguoi dugc tao dong luc do ho nhan ra la

minh ty chti, dang viuon dén sw hoan thién, va ddn than

voi mot muc dich I6n lao hon la chi ttr cd nhan minh.
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- Viéc thiét ké tro choi 1ay ngudi choi lam tam diém
thwong khéi dau bang viéc thau hiéu cac muc tiéu va
tham vong cta nguwoi choi va mong muén nguoi choi
c6 mot trai nghiém, lam cho ngudi choi ddn than ¢ mirc
day cdm xtic nham gitip ho dat muc tiéu cé y nghia cho
chinh ho.

- Tro choi hoa cong viéc phan chia cac muc tiéu lon
thanh cdc thdch thirc nhé hon, khuyén khich nguoi choi
khi ho vuot qua cac mirc do thir thach, va lam cho ho
dan than day cam xtc dé dat dwgc muc tiéu ctia minh.

- Khi muc tiéu cta ngudi choi két néi véi cac muc

tiéu cha to chite, thi cdc muc tiéu cua to chirc duoc

hién thirc hoa do nguoi choi dat cac muc tiéu ctua chinh
minh.

Khi nhan vién “chan” lam viéc, va v6i mot maé thiét

Heé thong, Xay dung hé thong/System, Building system
v 119

bi di dong lan c6 dinh san c6 quanh minh thi ho san
sang choi hon la lam viéc. Do vay chuyén nhan vién

choi game khong la chuyén la nita. Nhuwng khi Tro choi
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hoa cong viéc, theo Burke phan tich, nhan vien choi
game giam han di va ta c6 thé hinh dung ra thang tién
héa nhu sau:

- Ndc thang thdp nhat: Cac tro choi dang Video
Game noi chung (choi game swéng hon lam viéc)

- Ndc thang tiép theo: Cac tro choi c6 thuéng

theo cac chwong trinh khuyén mai, tro twong tac trén
truyén hinh, internet (chagi vi ludn c6 cai mang vé)

- Nac thang cao hon nita: Tro choi hoa cong viéc
(Ca nhan dat muc tiéu lam t6 chitc dat muc tiéu)

- That ra con mot Ndc thang siéu cao: tro choi danh
cho lanh dao doanh nghiép phat kién ra cac chién luwgc
cho doanh nghiép minh nhv Gamestorming: A Playbook
for Innovators, Rulebreakers and Changemakers cta
Dave Gray, Sunni Brown va James Macanufo.

Riéng v@&i chirc nang quan tri nhan lyc, tham

khao Blog cua Jessica Jong dé tim hiéu viéc ap dung
Tro choi héa cong viéc thi nhan dugce cac chia sé nhw
sau:

1) Tuyén dung: Dung tro choi dé danh gia ky
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nang va nhan cach tng vién

“Dung tro choi trong tuyén dung xem ra con khd la

Iam, nhung viéc st dung cdc ttng dung nhu tro Wasabi
Waiter c6 thé thu dugc cdc chi s6 vé ky ndng khi cting
phdi lam nhiéu nhiém vu mét ltic va kha ndng phdn tring
nhanh cua trng vién. Tro choi nay khong chi la phuong
tién dé gidi Nhdan s danh gid ky ndng ttng vién tiém

120 v
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ndng ma gidi phdp it ton kém ndy con co6 thé cho thay
irng vién biét hanh dong, ddt wu tién va phan irng ra sao
trudc théng tin moi xudt hién.”

2) Pao tao nhan vién: Dung tro choi dé nang

cao chat lwvgng va nang suat

“Tro choi hoa ciing la phuong tién dé dao tao nhdn

vién hiéu qua. Cong ty tw van Deloitte hop tdc vdi cong
ty Badgeville lam moi Hoc vién Deloitte Leadership,
dung cho chuong trinh dao tao qudn ly cho 10.000 qudn
tri vién cdp cao. Bdng cdch tro choi héa cdc churong trinh

phdt trién khd ndng ldnh dao va tao ra mét hé thong dé
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nguoi choi dugc cong nhdn két quad va thanh tich cta
minh, ho dd chuyén kinh nghiém vao mét ché ma nhirng
nguoi tham gia cé xu huéng dan thdan nhiéu hon.

Mot truong hop tro choi hoa khac duoc dung dao

tao nhan vién la cong ty IndusGeeks All Aboard. Ho
dva nhan vién madi vao cac moi truong do tuong tw moi
truong thuc cua cong viéc. Qua do cdp trén co thé dao
tao nhdn vién méi va dé dang lam cho ho thich itng moéi
truong lam viéc maoi.”

3) Cong nhan thanh qua cua nhan vién: Dung

tro choi dé thic day canh tranh/Tinh than lam viéc
nhom

“... Qua xdy dung mot hé théng tich liiy danh tiéng,
cdp trén co thé khuyén khich nhdn vién lam viéc cdt

luc hon dé dugc cong nhdn nhiéu hon. Tro choi hoa co
thuéng sé tao ra mot moi truong ma nhan vién sé duoc
cong nhdn do lam t6t cong viéc. M6t s6 cong ty chuyén
vé tro choi hoa nhu Badgeville, con cho nguoi diing
chia sé cdac thanh qud cua nhan vién qua cdc mang xd

hoi nira. ”
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4) Strc khée nhan vién: Sit dung tro choi dé

khuyén khich cu¢c song lanh manh

“Mot vi du hay la cong ty Mindbloom, mot cong ty

phdt trién cdc trng dung cho phép nguoi diing tao ra

cdc thdch thirc ca nhan héa (nhu trng dung Proof! Va
Bloom). Sau khi vugt qua thdch thirc, nguoi dung co thé
chia sé cdc thanh quad nay vé&i cong dong truc tuyén cua
minh. Nhdn vién c6 thé dung cdc trng dung nay tu tao
dong luc cho minh dé gitr ddng, thay doi mét thoi quen
hodc lam moét viéc tét. Dung tro choi Mindbloom, hay tro
choi twong tw, cdp trén co thé tao déng luc cho nhdn
vién dé dat cdc muc tiéu veé strc khée va biét khuyén
khich cac thanh vién khac cung lam.”

V6i SHRM, trang website ctia cong dong nhan sy

cue 16n toan cau, dén nay da c6 60 bai viét vé Tro choi
héa danh cho chitc nang nhan lyc. Nhitng bai viét ay
gian tiép tra 10i mot thac mac 16n hién nay: “Vi sao mot

trong nhitng xu huwdng 16n tww 2014 trg di lai la tai trang
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bi nang lyc cho ngwoi phu trach nhan lyc?”.

Chac chan mot trong nhitng ndi dung can “tai trang

bi” cho ngwdi lam nhan sy sé la k§ nang td chic viéc
“Lam ma choi-Choi ma lam” theo huéng Tro choi hoa.

O Viét nam thi phong trdo ndy chwa lan dén ma chi

mdi vai noi manh nha cach lam rat tiém can vGi huéng
nay. Cong ty L&A ciing c6 thtt lam mot game nhu vay
trong tat nién 2014 va gat dugc mot niém vui chung

cung nhiéu du vi cta tro choi héa. Du c6 doi thang doi
thua nhwng ai cling thiy rang t6 chitc mot viéc 16n dudi
hinh thitc mot tro choi thi huy dong duoc toan lyc cua
ti'ng nguwoi trong td chirc.
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WORK IN PLAY,

PLAY AT WORK

TRUONG CHI DUNG

Recent human resource future trend reports mentioned:
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“Employees are bored at work and always overwhelmed
in the office because they have to swim in the information
flood from social networks and the mobile devices
sticking to them. It is difficult to classify whether they
used tablet or mobile phone as a working device in their
office or just a personal one. And within 8 working hours,
how much time would the most honest one use for these
devices and for the assigned jobs? ”

A book by Brian Burke “Gamify: how gamification
motivates people to do extraordinary things” had the
following paragraph:

“People find inspiration in many different ways. One
way to motivate people is to present them with practical
challenges, encourage them as they progress through
levels, and gets them emotionally engaged to achieve
their very best. Gamification does just that. At its core,
124 v
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gamification is about engaging people on an emotional

level and motivating them to achieve their goals.”
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To analyze the role of Gamification at work, Burke
wrapped up in 6 following points:

- Gamification at work engages people at an emotional
level, which is far more powerful than traditional
engagement strategies.

- Intrinsic rewards can sustain engagement, whereas
extrinsic rewards are of less lasting and may even
discourage players.

- People are motivated by maintaining a sense of
autonomy, progressing toward mastery, and
engaging with a purpose larger than themselves.

- Player-centric design starts with an understanding
of the players’ goals and ambitions and strives for
an experience that engages players at an emotional
level to help them achieve a goal meaningful to
themselves.

- Work gamification breaks up larger goals into
smaller practical challenges, encouraging players
as they progress through levels, and engages them

emotionally to achieve their goals.
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- If the player’s goals are aligned with the organization’s
goals, then the organizational goals will be realized

as a consequence of the players’ achieving their

goals.

Hé thong, Xay dung hé thong/System, Building system
v 125

While people are “bored” with work and with the
availability of mobile and non-mobile devices around,
they are always ready to play games rather than to work.
It is not strange any more that employees are playing
games at workplace. However, with work gamification,
as Burke’s analysis, game-playing employees in the
office decreases and it may be realized the following
advancing scale:

- The lowest step: General Video Games (more happy

to play games than to work)

- The next step: Rewarded games in promotion
campaigns, interactive games from TV, Internet
(playing for redemption)

- The higher step: Work gamification (individual goal-
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hitting results in corporate ones.)

- In fact, there is still The ultra high step: games for
corporate leaders to craft their business strategies

as Gamestorming: A Playbook for Innovators,
Rulebreakers and Changemakers written by Dave
Gray, Sunni Brown va James Macanufo.

At Jessica Jong’s Blog, we find her share experience in
applying gamification to human resource management
function as follows:

1) Recruitment: Using games to assess candidates’
skills and personality

“Having potential recruits play games may seem a little
strange, but utilizing apps such as Wasabi Waiter can
126 v
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provide indicators for how skilled candidates are at
juggling multiple tasks and reacting quickly. Not only
does the game provide a means for HR managers to
assess potential candidates’ skills, but this inexpensive

solution can provide insight into how well candidates
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process, prioritize and react to new information. It can
even give recruiters an idea of how well candidates
respond to certain social cues.”

2) Employee Training: Using games to enhance quality
and productivity

“Utilizing gamification has proved to be an effective
means of training employees. Deloitte partnered with
Badgeville to revamp the Deloitte Leadership Academy,
which serves as an executive training program for
more than 10,000 senior executives. By gamifying

their leadership development programs and creating a
system where users are acknowledged for their success
and achievements, they turned the experience into one
where participants are more inclined to engage.
Another fantastic gamification platform that can be
used to train employees is IndusGeeks All Aboard.
IndusGeeks All Aboard takes new employees and
places them in virtual environments similar to their
real-world work environments. By using IndusGeeks,

employers can train new hires and painlessly acclimate
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them to their new work environments.”

3) Achievement recognition: Using games to foster
competition/teamwork

Heé thong, Xay dung hé thong/System, Building system
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“... By building a reputation-based system, employers
can encourage employees to work harder to attain

a higher level of recognition. Reward-centered
gamification creates an environment where employees
can be recognized for good work. Some gamification
companies, such as Badgeville, even allow users to

share their reward acquisitions on social media.”

4) Employee Health: Using games to encourage

healthier living

“A good example of this is Mindbloom, a company

that develops free apps that allow users to create
personalized challenges (their applications include Proof!
and Bloom). After completion of challenges, users can
share these achievements with their community online.

Employees can use the apps to motivate themselves
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to get into shape, change a habit or do a good deed.
Using Mindbloom, or something similar, employers can
motivate employees to reach health goals and provide
encouragement to other team members.”

With SHRM, the website of a huge global human
resource community, until now there are 60 articles

on Gamification for human resource function. These
articles indirectly answer the question: “Why one of the
big HR trends from 2014 is HR reskilling?”.

It is certain that one of to-be-“reskilled” issues for human
resource professionals is the skill of organizing “Working
in play-Playing at work” as Gamification.

In Vietnam, there is little of such stream and only some
follow the adjacently shallow layer. In the 2014 Year
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End Party of L&A, such a gamification was tried which
brought about a good fun and many legacies. Despite

of winning and losing teams, it was recognized that

organizing a great event under the form of a game,
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mobilization of the whole energy of each member in the
organization can be reached.
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XU HUONG TUYEN DUNG NHAN TAI -

PHU HOP CONG VIEC

HAY PHU HQP VAN HOA?

NGO PINH bUC

P 64% Bang mo ta cong viéc dugc cac cong ty

stt dung CHUA phan anh chinh xac dung thuc

té cong viéc.

P 79% doanh nghiép cho rang danh gia mirc do

Phu hgp Van hoa cta ¢ng viéen la quan trong

nhung chi 30% doanh nghiép thwong xuyén

danh gia Phu hgp Van héa trong qua trinh

tuyén dung.

P Dai da s6 cac nha tuyén dung dung cac phwong

phap doi hai viéc tiép xuc tryc ti€p véi ng vién

va c0 t6i 75% thtra nhan rang ho van dwa vao

yéu td cam tinh dé danh gia mot ng vién phu
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hop, thay vi stt dung cac cong cu danh gia

khach quan.

P 68% chon nhitng &ng vien c6 mic do Phu hgp

Van hoa cao so v&i nhitng (*ng vién c6é muc do

Phu hgp Cong viéc cao nhung khong Phu hop

Van hoa.

130 v

Heé thong, Xay dung hé thong/System, Building system
Ngay 29/11/2013, lan dau tién, Céng ty C6 phan

Gidi phap Von nhan luc Le & Associates (L&A) va Phong
Thwong mai Cong nghiép Viét Nam — Chi nhanh TP.H6
Chi Minh (VCCI-TPHCM) phoi hgp t6 chitc HGi thao
cong bo Két qua khao sat 2013 vé “Xu huwdng tuyén dung
Nhan tai — Phu hgp Cong viéc hay Phu hgp Van hoa”.
Cudc khéo sat dugce thyce hien trén quy mo toan

quoc va da thu hut dugc sw tham gia cua 326 nha quan

ly nhan sy, Gidm doc diéu hanh dén tir cac doanh nghiép
trong va ngoai nuwdc dang hoat dong tai Viét Nam. Bang
khao sat yéu cau nhitng ngudi tham gia tra 10i vé kinh

nghiém va y kién cua ho lién quan dén viéc tuyén dung
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theo cac tiéu chi Phu hgp Cong viéc hay Phu hgp Van
hoa.

Viéc tuyén dung ding nguoi chwa bao gio quan

trong cho thanh cong ctia doanh nghiép nhuw thoi diém
hién tai. Doanh nghiép can nhitng nhan vién chat lvgng,
nguoi c6 thé lam viéc trong cac moi tredng c6 nhiéu
bién dong lién tuc va phitc tap. Nhitng quyét dinh tuyén
dung sai 1am c6 thé dan dén hao ton vé chi phi. Thoi
gian va chi phi lién quan dén viéc quang cao thong tin
viéc lam, phong van cac &ng ctt vién, cung v4i nhitng
tac dong tai chinh va phi tai chinh dai han cua viéc tuyén
dung sai nguoi, khién cho viéc tim kiém va tuyén dung
diung nguoi trd thanh van dé tién quyét. Theo xu huéng
thé gigi, viéc tuyén dung dua trén cac yéu t6 Phu hop
Van héa la diéu vo cung quan trong. Tai Viét Nam, cac
doanh nghiép da rat quen thudc véi viéc danh gia trinh
d6 chuyén mon phu hgp vdi yéu cau cong viéc. Tai
cudc khao sat nay, ching t6i muoén tim hiéu sau hon vé
viéc cac doanh nghiép cé quan tdm dén cac yéu td6 Phu

hop Van hoa khong va cach ho danh gia cac yéu té nay
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nhw thé nao. Theo dé, ching t6i khao sat viéc Van hoa
Doanh nghiép dwgc dinh nghia nhu thé nao va liéu ho
c6 dwa nhitng yéu to nay vao danh gia trong qua trinh
lwa chon rng vien hay khong.

Vé Tuyén dung phu hgp véi yéu cau cong viéc

S6 liéu khdo sat chi ra rang, gan 2/3 (64%) doanh
nghiép cho rang Bang M6 ta cong viéc ctia cong ty ho
khong thye sw phan anh hét yéu cau cong viéc thye té
va c6 tGi 82% trong tong s6 nguwoi tham gia khao sat
déu cho rang cong ty ho khong c6 dwgc Bang M6 ta
cong viéc ro rang.

Két qua khdo sat cling liét ké ra dugc cac phuong
phap dung dé danh gia mitc do phu hop cua &ng vién
V@i cac yéu cau cong viéc dugc dé ra. Trong do, xép
theo mirc do phd bién nhat la:

- Phong van truc tiép

- So yéu ly lich bao gom bang cdp va kinh nghiém

- Bai kiém tra/danh gia chuyén mén
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- Kiém tra v6i nguoi tham khéo

- Bai kiém tra/danh gia hanh vi

S6 liéu khdo sat da cho thdy 1 thuc té rang, mac

du c6 nhitng phwong phap dwoc st dung nhiéu nhat
nhung khong c6 nghia do la phwong phap hiéu qua
nhat. Ba phwong phap dugc nguwoi tham gia danh gia
hiéu qua nhat nhat la Phong van tryc tiép, Bai kiém tra/
danh gia chuyén mon, va Bai kiém tra/danh gia hanh
vi. Trong do6 Bai kiém tra/danh gia hanh vi la cong cu it
dwgc str dung nhat. Mat khac, So yéu ly lich, von xép

hang thit hai trong nhitng cong cu dugc st dung nhiéu
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nhat va Kiém tra v6i nguwoi tham khdo lai dugc danh gia
la kém hiéu qua nhat.

Cdc phuong phap danh gia mitc do Phu hop Cong viéc
Vé Tuyén dung phu hgp Van héa

Mac du hau hét nhitng nguwoi tham gia khao sat tra

10i rang viéc danh gia mic do Phu hgp Van hoa la quan
trong nhung nhiéu doanh nghiép van chua that sy thuc
hién diéu nay. Hau hét (79%) nhitng ngu i tra 16i cho
rang viéc danh gia Phu hgp Van hoa la quan trong va
can thiét nhung chi c6 30% cho biét t6 chitc cta ho co
thue hién danh gia thwong xuyén trong qua trinh tuyén
dung. Pdc biét, c6 9% doanh nghiép chwa bao gio thyc
hién danh gia.

Mot diéu thu vi dang quan tam la c6 dén 30% nguoi
tham gia trd 16i cho biét doanh nghiép cua ho khong c6
mot dinh nghia ro rang vé Van héa Doanh nghiép nhung
lai c6 thuc hién danh gia Phu hgp Van hoéa trong qua

trinh tuyén dung (ti thinh thodng dén thudng xuyén).
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v 133

Diéu nay chi ra rang nhitng phwong phap dugc st

dung dé danh gia mirc do Phu hgp Van héa trong cac
doanh nghiép nay c6 thé sé khong dat hiéu qua chinh

xac, vi rat khé dé danh gia vé mot thit ma ban chwa hiéu
dugc chinh xac no la gi. Khong c6 dugc dinh nghia ro
rang vé Van hoa Doanh nghiép thi nha tuyén dung co

thé sé chi stt dung yéu t6 “cam tinh” dé danh gia mic

d6 Phu hop Van hoa.

Trong s6 nhitng ngwoi tra 10i rang yéu t6 phu hgp
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van héa c6 duge danh gia trong qua trinh tuyén dung tai
doanh nghiép ho, phan 16n déu diung cac phwong phap
phong van truc tiép. Biéu do bén dwéi chi ra nhitng
phuwong phap dugce st dung nhiéu nhat va mirc do hiéu
qua ctia moi phwong phéap do.

Cdc phuong phap danh gia mirc do Phu hop Van hoa
134 v

Heé thong, Xay dung hé thong/System, Building system
Khi nhitng ngwoi tham gia khdo sat dwgc hoi rang
nhitng cong cu nao ma ho cho rang hiéu qua nhat trong
viéc danh gida Phu hgp Van héa, mé6t lan nita Phong van
trire tiép chiém vi tri hang dau. Phwong phap dugc xép
sau d6 la Bai kiém tra/danh gia hanh vi. Biéu nay cting
c6 nhan dinh rang ngwoi tra 10i nghiéng vé str dung cac
phwong phap danh gia cé lién quan dén tinh cach va doi
héi sw tiép xuc truc tiép.

Nhirng khoé khan trong viéc tuyén dung Phu

hgp Van héa

Néu rat nhiéu doanh nghiép nhan ra tam quan

trong cua viéc danh gia mic do phu hgp van hoa thi tai
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sao nhiéu noi khong danh gia hodc st dung phuong
phap mang tinh dinh lwgng dé dat dugc két qua tich

cuc hon? Két qua khdo sat nhan manh mot s6 yéu t6
kho khan ly gidi cho van dé nay:

- Trong khi nhiéu Chuyén gia Nhan sy va Nha

tuyén dung cao cap c6 thé thanh thao trong viéc ho trg
danh gia ¢ng vién Phu hgp Van hoa nhung két qua chi
ra rang da s6 nhitng nguoi tryc tiép tuyén dung co thé
khong co kha nang twong tuw. 67% nguoi tham gia khao
sat cho rang doanh nghiép va bo phan tuyén dung cta
ho khong danh gia mirc do phu hgp van héa vi ho khong
biét cach. Diéu nay cho phép chiing t6i ggi y vé viéc nén
tang cwong cac khoa hoc va tap huan trong cong viéc
tuyén dung theo hanh vi nhu cac phwong phap phéng
van hanh vi, cac céng cu danh gia hanh vi...

- Sv phttc tap va téc do phat trién moi treeong kinh
doanh dat nhitng nha quan ly dwéi ap luc cao dan dén
ho phai c6 nhitng quyét dinh nhanh va bo qua viéc xem
xét cac yéu t6 nhu phu hgp van héa. 75% nhitng nguoi

Heé thong, Xay dung hé thong/System, Building system
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dugc khéo sat tin rang nhitng nha tuyén dung thuong
xuyén qua voi vang dé xem xét vé danh gia phu hgp
van héa va 59% nhirng ngudi tra 10i tin rang nhitng

nha tuyén dung doi dién véi ap lwe phai tuyén dung nén
thwong xuyén bé qua cac yéu té phu hgp van hoa.

- Cudc chién tuyén dung Nhan tai dwgc ghi nhan va
dva trén nhitng nhitng ngwoi khao sat, ap luc caa thi
truong khan hiém ¢ng vién dnh hudng dén chat lwgng
quyét dinh tuyén dung, véi 50% nhitng ngudi duwgc hoi
dong y rang thi truong lao dong khan hiém budc cac
nha tuyén dung bé qua Phu hgp Van hoa trong qua
trinh tuyén dung.

- Méc du c6 nhiéu cong cu va quy trinh danh gia

nhung 75% nhitng ngwdi tham gia khdo sat tin rang
hau hét cac nha tuyén dung dwa nhiéu vao “cam tinh”
dé danh gia ng vién cho viéc phu hgp van héa. Mot lan
nita diéu nay lai chi ra rang, trong khi cé nhiéu doanh
nghiép dang st dung cac phuwong phap danh gia nhw

phong van hanh vi, nhiéu ngudi truc tiép thye hién c6
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thé khong c6 nhitng k§ nang phu hgp dé danh gia hét
dwgc cac tinh hudng tra 101i.

Vé Xu hrong tuyén dung Nhan tai

Nhin chung, nhitng ngwoi tham gia tra 161 khdo sat
danh gia cac yéu t6 phu hgp cong viéc va phu hgp van
héa déu la co s& dy bao tot vé hiéu qua lam viéc. Xu
huwéng tuyén dung dang dich chuyén vé huéng tuyén
dung dva trén cac yéu to thudc vé Gia tri (phu hop

van héa) hon la don thuan dva vao nang luc chuyén
mon: 69% ngudi tham gia khao sat cho biét ho sé chon
nhitng tng vién c6 kha nang phu hgp van hoéa cao hon
la nhitng &ng vién c6 mitc do phu hgp cong viéc cao
136 v

Heé thong, Xay dung hé thong/System, Building system
nhuwng khong phu hgp van héa. 61% khao sat cho rang
cac yéu to vé gia tri mac du khoé dé do lwong/danh gia
nhwng van can dugce dwa vao trong qua trinh tuyén
dung.

Mot trong nhitng 1y do cho xu hwéng nay c6 thé

duwgc ly gidi do thé hé Y tham gia vao thi treong lao
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dong, la nhitng ngudi cha yéu gan bé véi mot cong
viéc trong thoi gian khoang 2 nam va wu tién vao y
nghia ctia cong viéc hon la yéu to6 lwong, cling nhw
thich lam viéc v6i nhitng cong ty phu hgp vai gia tri
riéng cua ho. Diéu nay c6 nghia xac dinh r6 gia tri cia
doanh nghiép va tich hgp ching vao trong té chitc cia
ban, ban c6 thé thu hit nhitng ng vién c6 gia tri ca
nhan twong dong v6i doanh nghiép. Gia tri cot 16i cta
cong ty ban ciling c6 thé ty nhién sang loc ra cac tng
ctr vien khong phu hgp vi van héa, nhitng nguwoi ma
sé khong ng tuyén cho cac vi tri bdi vi ho khong co
cung chung nhitng gia tri v6i doanh nghiép cua ban.
Tuyén dung nhan sy dwa vao gia tri cot 16i cling rat
quan trong cho cac cong ty mai thanh lap, cong ty vira
va nho; vi ho thuwong thiéu tén tudi trén thi treong,
bang cach thé hién rd cac gia tri cot 16i va van hoa, cac
cong ty nay co6 thé chia sé tam nhin va wéc mo cta
minh cho cac &ng vién tiém nang. Mot lan nita, ban
muon tuyén dung nhitng nhan vién tin vao san pham,

tam nhin, va gia tri cia doanh nghiép minh, bé&i vi do la
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nhitng nhan vién sé duwgc thoi thic lam viéc hét cong

sudt doi véi cac muc tiéu cia cong ty.

V6i nhitng ghi nhan t cudc khao sat, Le &

Associates xin c6 mot vai ggi y ma doanh nghiép cé thé

ap dung dé danh gia cac yéu t6 phu hgp cua tng vién

trong qua trinh tuyén dung:

Heé thong, Xay dung hé thong/System, Building system

v 137

- Phat biéu cac ménh dé gia tri mot cach ro rang
va sat vG6i thie té nhat va truyén thong dén cac
Urng vién tiém nang. Diéu nay trudc tién gidap
tang kha nang thu huat “dung” nhan tai. Quang
cao tuyén dung ctia doanh nghiép nén truyén
dat thong diép ro rang vé vi tri tuyén dung va
doanh nghiép. Ngay nay, kién thitc trong méi
treong lam viéc, von tri tué, pham chat ca nhan
va ddc tinh t6 chitc dang dai dién cho cac gia tri
canh tranh cua cac cong ty.

- St dung cac cong cu danh gia &ng vién khach

quan dé giip sang loc ng vién. Nhitng cong cu
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nay cho phép céac trng vién hiéu rd hon vé yéu
cau cua doanh nghiép va cong viéc cu thé, tir do
giip dua ra nhan dinh sém la minh cé phu hop
vO0i vi tri nay hay khong.

- M0 ta cac gia tri du6i dang hanh vi va st dung
cac cau héi dva trén hanh vi dé danh gia mic
do phu hgp. Ngoai ra, xac dinh nang lyc phu
hgp véi gia tri c6t 16i va dam bao nhitng cau hoi
phong van dugc xay dung dé xac dinh duoc

yéu to nay.

- Bam bdo tat cd quéan ly va ca nhan c6 tham gia
vao qua trinh tuyén dung duwgc huan luyén day
du, bao gom cach thirc phéng van dya trén hanh
vi, cac khai niém phu hgp dong luc va danh gia
cac dir liéu tuyén dung.

138 v

Heé thong, Xay dung hé thong/System, Building system
TALENT RECRUITMENT TRENDS -

JOB FIT OR CULTURAL FIT

P 64% of the Job Descriptions used by their organization
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are NOT a good reflection of the real Jobs.

P 79% think that Cultural Fit assessment is important
while only 30% organizations use Cultural Fit
assessment in recruitment processes frequently

P Most recruiters use methods that require direct
contact with candidates and up to 75% of respondents
believe that most people rely on gut feel when
assessing candidates for culture fit instead of using
objective assessment tools.

P 68% would choose a candidate who has a high
degree of Cultural Fit rather than those who might
have a better degree of Job Fit but are not culture fit
at all.

Heé thong, Xay dung hé thong/System, Building system
v 139

VAN PE QUAN TRONG

LA XU LY THONG TIN

TRAN ST CHUONG

Cong nghé thong tin hién nay giup chung ta c6

duwgc nhiéu théng tin da dang, phong phu, nhwng co

http://tieulun.hopto.org



dugc thong tin hitu ich khong phai la chuyén don gian.
Thong tin cling nhw cac nguyén phu liéu san xuat, chi c6
gia tri néu ching ta biét rd minh can cai gi va cho muc
dich gi, dé c6 thé tap trung tim cai minh can. Néu ching
ta c6 qua nhiéu thong tin khong can dén ciing la cai

gia phai tra, do la chi phi co hoi cua thoi gian thu thap,
quan ly théng tin. D6 la chwa ké tinh trang qua tai thong
tin (information overload) lam cho viéc tim ra thong tin
minh can tré nén kho khan hon.

Trong hoat dong doanh nghiép, ngwoi chu doanh
nghiép chac chan khong c6 thoi gian dé san tim thong
tin hitu ich, ho con mot van thit khac phai lam trong
ngay.

Ciing nhv trong cong nghé thong tin, phan mém

quyét dinh gia tri cia hé thong. Phan mém trong kinh
doanh la y twéng, la thong tin, con phan cting la von,

ha tang co s&, may moc thiét bi. Tién thuwong dugc xem
la yéu t6 quan trong nhat (van dé dau tién la tién dau!),
140 v

Heé thong, Xay dung hé thong/System, Building system
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nhuwng con mot yéu té quan trong hon nita la y twéng
kinh doanh. Pong tién chay theo y twéng, chay theo dé
an kinh doanh t6t chit khong phai ngugc lai. Nhung dé
c6 y twong, ké hoach tot thi can phdi c6 thong tin hitu
ich.

Thong tin hitu ich la thong tin phuc vu dugc cho

muc dich cu thé. C6 dugc théng tin minh can réi cling
con phai phan giai (ché bién) dé dugc ra san pham. Pay
la van dé co ban trong viéc xtt ly thong tin va la yéu to
quyét dinh cho tinh canh tranh trong kinh doanh. Trong
thuc té, cong ty nao cling c6 day da ban bé, nha xuwdng,
cong nghé san xuat, nhuwng c6 may cong ty c6 mot hé
thong t6 chitc chinh qui dé thu thap, sang loc, phan giai,
trinh bay théng tin mét cach mach lac, stc tich dé thong
tin tr@ thanh hitu dung va san sang phuc vu ban giam
doc. Thiéu sét nay cé 1€ phat sinh tir viéc chwa y thitc
ding mitc tam quan trong cta thong tin va tir d6 cho
rang, t6 chitc mot hé thong thong tin nhw vay qua ton
kém va phtic tap. Tuy nhién, khong c6 thong tin chinh

xac con gay ton kém va lam cho hoat dong kinh doanh
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phtc tap hon nia.

Thong tin 1a cdi ma chu doanh nghiép can hang

ngay nhu nhu cau an uéng. Khéng c6 mot hé thong
quan ly thong tin cho doanh nghiép, khong khac nao
nguoi chu doanh nghiép phai tv bo thoi gio di chg, tw
chuan bi bita an cho minh hang ngay.

Viéc t6 chitc mot hé thong thong tin cho doanh

nghiép khong ton kém va phitc tap néu biét td chic.
Diéu kién tién quyét la xac dinh dwoc thé manh san

c6 cua minh dé tim thong tin, gitip minh xac dinh dugc
minh nén lam gi (nhitng cai WHATS?), d6 la xac dinh
sach Iwgc kinh doanh. Tt do6, hé théng thong tin dugc
Hé thong, Xay dung hé thong/System, Building system
v 141

tap trung dé gitip doanh nghiép biét phai lam nhuw thé
nao (nhitng cai HOWSs?). Nguoi chu doanh nghiép trén
mdt quan ly chi can biét dén day. Phan con lai 1a viéc
to chtc.

Doanh nghiép can c6 mot bo phan x ly thong tin

trong cong ty dé toi thiéu co thé lam mot s6 cong viéc co
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ban: Cu thé héa nhu cau thong tin cia doanh nghiép dé
c6 thé dat hang dung cho nhitng san pham cubi cung.
San pham théng tin hitu ich cudi cung cé thé dugc lam
tw trong cong ty hodc dat hang tir cac dich vu chuyén
nghiép. Pay cling la mot bai toan cho chu doanh nghiép,
chang khac gi viéc quyét dinh mua thiét bi nwdc ngoai
hay trong nuwéc dé c6 hiéu qua kinh té t6i wu. Ngay ca
cac cong ty da quoc gia hang dau thé gidi cling can dat
hang thong tin ti* cac dich vu thong tin tw van chuyén
nganh, mac du ho da c6 mot ban tham muu thong tin
tinh nhué. Cong ty Microsoft khi muon dau tw & Trung
Quoc da phéi dwa vao phan 16n nhitng théng tin tw van
vé thi treong, mic do canh tranh, gia ca, rii ro chinh tri,
dau tu...

O nuéc ta, cac dich vu thong tin co ban tir théng

ké thi truong, thi hiéu ngwoi tiéu thu dén nguon von, thi
trrong may moc thiét bi cling da c6. Ngwoi chu doanh
nghiép can biét stt dung nhitng tai nguyén nay mot cach
khon ngoan hon dé tiét kiém thoi gian cho chinh minh

va dé cho hoat dong kinh doanh hiéu qua hon.
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CAPABILITY TO SYNTHESIZE INFORMATION:
KEY TO TODAY’S BUSINESS SUCCESS

Business owners are often bombarded with information
and do have abundant access to information, but

having useful information and being informed is another
matter.

Information needs to be analyzed and synthesized

to be useful in enhancing company’s competitive
advantages. Lack of the capability to process

information with purpose will cost the company dearly.
Answering the question “what should we do?” helps
formulate business strategy, and the question “how

will we do?” helps define the appropriate tactics. The
quality of decisions is based on the quality of information
received and how it is properly processed and used.

This defines the success of a business.

VAN HANH,

TOI UU HOA HIEU QUA
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OPERATION,

EFFICIENCY OPTIMIZATION

144 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization v 145
TAO DUNG VA KIEM SOAT NANG

LUQNG HUU iCH CHO NHAN VIEN

PAUL BROWN

Gioi thiéu

Moi doanh nghiép déu phai dwa vao con nguoi.

Cap quan ly c6 gang két hgp nhitng nang luc cia con

nguoi theo cach nham dat dwgc cac muc tiéu chién

lrgc va hanh dong cua doanh nghiép. Vi moéi nguwdi moi

khac nén day la mot nhiém vu kho khan. Trong chuwong

nay, ching t6i diém qua lich st can dai ctia hé tw twéng

quan ly va chi ra cach kién thitc mdi trong nganh nao

khoa hién dai c6 thé dong gép tich cuc trong viéc tao

ra va kiém soat nang lwgng hitu ich tr moi nhan vién &

moi vi tri.

So lugc lich sit 120 nam quan ly

Thé ky 20 la thoi diém trong lich st khi cac thuyét
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quan ly bat dau hinh thanh. Trudc do, xuyeén sudt lich
stt, con ngwoi dugc to chitc théng qua vi tri xa hoi,
tang bac trong gia dinh va bd téc hodc diéu 1énh quan
doi. Nhung khi Henry Ford khéi xwéng nganh cong
nghiép san xuat xe hoi hang loat vao nam 1903, 6ng
da triét dé thay doi cach thitc lam viéc cua xi nghiép.
146 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
Con ngwoi trd thanh mét phan cua day chuyeén san
xuat, chi lap di lap lai m6t dong tac nho. Phai mat téi
25 nam Ford m&i c6 thé khién xi nghiép cua dng hoat
dong theo cach 6ng mong mudn va cach ong toi da
héa san xuat da dat ra mot hinh mau cong nghiép

theo kiéu Phwrong Tay cho phan 16n phan con lai cia
thé ky 20.

Chuong trinh Thac si quan tri kinh doanh dau tién
trén thé gigi bat dau ¢ Pai hoc Harvard nam 1908 mac
du trede dé 90 nam da co cac treong kinh doanh va
quan tri chinh pht & Chau Au. Dan da lich st quan tri
phat trién va duwgc khich 16 manh mé bédi treong phai

quan ly khoa hoc cua Frederick Taylor vao cudi thé ky
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19, ngwoi da muon bién nhitng tho thu cong riéng 1é
thanh mot phan trong quy trinh sdn xuat day chuyén.
Nhitng y twdng nay dugc thiic day manh mé badi nhu
cau san xuat trong cudc Dai chién 1914- 1918 ¢ Chau
Au, va ciing chinh 13 cudc chién dau tién tién hanh trén
quy mo cong nghiép.

Vi vay, thé ky 20 da thic day dt moi cach tiép can

v&i nganh quan tri. Nhiéu y twéng trd nén thoi thugng

¢ nhitng thoi diém khac nhau. Richard Pascale, trudong
Kinh doanh Said, Pai hoc Oxford da chi ra rang tir nam
1950 dén nam 2000 c6 it nhat 37 y twdng quan tri khac
nhau ma theo cach goi ctia 6ng “mot quan tri” — qua do
cac nha quan tri mudén cong ty cta ho tré nén tot hon.
Nghién cttu ctia 6ng da thuyét phuc 6ng rang cac td chirc
la cac hé thong s6ng — chiing can dugc dan dat bang cac
nguyeén tac ti nhién, chit khéng phai bang may. Chwong
nay sé co6 cach tiép can twong tw nhu vay.

Co 1€ khé khan 16n nhat trong quan tri trong suot

thé ky 20 la sy thiéu thong nhat trong viéc dinh nghia

Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization v 147
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“con nguwoi” 1a gi. Néu mot diéu khong dugce hiéu can ké
thi sé khé dé quan ly né cho tét. Cuing mot lic, quy trinh
san xuat va may moc da nhuong choé cho kién thire va
cong nghiép dich vy, nguwoi may cling thyc hién cac
nhiém vu san xuat phitc tap nhwng lap di lap lai. Vay

vi tri cua con nguoi voi tw cach la mot ca nhan, khong
phai la m&t phan cia mot hé thong, doi héi nhiéu hon &
cac ky nang quan ly.

Vi vay r0 rang rang vao dau thé ky 21, khoang

cach ngay cang 16n gitta nhu cau hiéu cac ca nhan véi
nhitng phitc tap ctia ho va kién thirc quan tri nham gitp
dat dwogc sy thong hiéu do. Tam ly quan tri thé ky 20 da
cho ra doi nhiéu y twdng vé con nguwdi nhwng khéng ¢
nganh khoa hoc nao cé thé dwa ra nhitng y kién hitu
hiéu thyc sy. Vi thé cac nha quan ly thwong phai duwa
vao nhitng kinh nghiém thuc té ho gop nhat dugc dé co
thé quan ly tot nhat. Ky la thay diéu nay giong hét nhu
trede khi cac trwong kinh doanh hién dai dugc thanh

1ap cach day 120 nam. Vay thi, chang cé gi thay doi

may.

http://tieulun.hopto.org



Nhirng phat trién cua thé ky 21

Rao can 16n nhat trong viéc hiéu con ngudi la ta

khong thé nhin thay nhitng gi dang dién ra trong ho!
Nhitng gi ho thé hién cho ngwdi khac thay hay nhitng
diéu ho ndi c6 thé chang phai la dai dién chinh xac cho
nhitng gi dang thuc sy dién ra trong ho. Va nguai ta
cling c6 thé khong hiéu ro nhitng gi dang dién ra trong
chinh con ngwdi minh; hodc c6 nhitng ltic ho cling
khong hiéu ho thuc s cdm thay hay nghi gi nita.

Chinh vi thé, hiéu dugc con ngudi la diéu cue ky

kho. Trong sudt hai tram nam qua, khi nganh y no luc
148 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
dé hiéu co thé hoat dong thé nao, thi nganh quan trj da
khéng thé hiéu dugc “con ngudi” lam viéc thé nao.
Nhung diéu nay dang thay doi.

Nam 1980, nhitng hinh anh c6 d6 phan giai thap

mau trang den ctia mot bo ndo song da duwgc gidi thiéu
tai Pai hoc Aberdeen & Scotland, st dung k¥ thuat quét
ma bay gio goi la Hinh anh cong huéng tw chitc nang

(fMRI). Chi sau d6 mudi nam, hinh &nh mau tré thanh
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tiéu chuan, va cudi thé ky 20, ngwdi ta da co thé nhin
thdy mau lvu thong trong ndo. Khi mau cung cap 6-xi va
glu-c6 dén noi can thiét, thi c6 thé nhin thay nang lwong
duwgc dung ¢ dau va nhu thé nao trong nao, mac du c6

thé chwa phai hoan toan.

DPay thuc sy la mét bude tién khoa hoc dang ké.

Lic nay ngudi ta co thé bat dau dat cau héi vé hanh vi
ctia con nguoi va cé thé cé cau tra 10i dung dan day tinh
khoa hoc.

Hiéu nhirng gi dang xay ra bén trong con nguoi

Vi dy, nam 2000, Naomi Eisenberger va dong nghiép

tai Pai hoc Los Angeles da hoi: Nao phan &ng thé nao
véi ton thwong tinh cdm? Néu ching ta bi ton thwong
tinh cam, diéu do6 c6 gidong dau dén vé thé chat khong?(1)
Ho lam mot thi nghiém goi la thi nghiém qua bong

do. Mot nguwoi nam trong may quét fMRI va nhin vao
man hinh ti vi. Trén man hinh c6 ba doi tay, mot ¢ goc
trén bén trai, mot goc trén bén phai va mot ¢ gitta phia

1. Eisenberger, N. 1., Lieberman, M. D., & Williams, K.D. (2003). Sy

khuéce tir ¢6 lam ton thwong khong? Nghién ctru fMRI vé sy khwde

http://tieulun.hopto.org



tr cia xa hoi. Science, 302, 290-292.
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dwéi. Ngwoi nay dugce cho biét doi tay nam phia bén
dudi man hinh la tay ctia minh va anh ta sé tham gia

vao mot tro choi chuyén bong. Nhitng doi tay bat dau

di chuyén trén man hinh va mét qua béng xuat hién, va
ba doi tay chuyén quéa bong qua vé, nhe nhang ném va
chup qua boéng.

Sau khi choi duvge mot lac, qua bong chi con dugc
chuyén gitta hai d6i tay nam phia trén ctia man hinh.

Doi tay ¢ phia dudi, doi tay cta nguoi kia, bi loai ra khoi
cudc choi. May quét fMRI cho thidy viing nao hoat dong
khi cAm nhan no6i dau thé chat bong nhién hoat dong
manh khi né dot ngot nhan ra rang hai déi tay phia trén
dang loai d6i tay phia duwdgi. Doi tay nay dang bi dong
loai khwdc tir va co lap.

Khi co thé bi dau, chang han nhu gay chan, mot

s0 hoa chat dugc san sinh ty nhién trong ndo goi la
endorphin di vao mau dé ché ngy no6i dau. Nhung khi

noi dau tinh cam dién ra, khong c6 endorphin nao sinh
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ra ca. Sau khi trai qua noi dau thé chat, ngwoi ta c6 thé
nhd rang minh da bi dau nhung ho khong thé tai tao

cam giac dau. D6 la nho endorphin da triét tieu ky trc vé
noi dau d6. Tuy nhién, v4i noi dau tinh cam, ky tc van
6 thé ggi lai cam giac d6. Vi vay noi dau van & lai trong
hé thong. Va phdi c6 nang lwgng dé kiém soat tinh trang
do, diéu khién cho nang lvgng khong thé dwoc dung

cho nhitng diéu dang lam hon.

Van dung kién thirc trong kinh doanh

Trong moi treong kinh doanh, gia st c6 nguoi cho

rang minh lam bao céo rat tot, dau tuw ca gio nghi dé
hoan thanh va nop cho sép. Theo 1€ ty nhién, ho sé
muon c6 phan hoi tir sép. Nhung hay tuwéng twong vi

150 v Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization
sép ban ron gac ban bao cao qua mot bén, chang hé

nghi nguoi ta da mat bao nhiéu thoi gian, suy nghi va
nang lwong dé viét ban bao cao dd, tham chi con quén
cam on chit chwa néi dén viéc cuing ng6i thao luan vai
ho vé ban bao cao do.

Do6i vGi ngudi sép, ban bao cao chi la mot cong
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viéc nita phai x ly trong nhitng ngay lam viéc bu dau
va nhitng ngay cudi tuan qua ngan ngui. Tuy nhién, véi
nguoi viét bao cé, dé la cdm giac khong duge quan
tam, khong du tha vi dé sép chu y, bi bé lo va cé 1é tham
chi l1a vo dung — tat ca nhitng trang thai ctia viéc khwdéc
ti/co 1ap. Té nhat, nhitng cdm gidc nay bao mon long tu
trong cua con ngwoi. Con khong né cling bat ndo phai
do6i pho v6i nhitng cam giac nhw vay va roi nang lwgng
khong con dé lam viéc, twdng twgng, hiéu qua hay tap
trung hoan toan vao cong viéc.

Nang lwgng sinh ra tir hé thong tinh cdm. C6 8 loai

tinh cdm co ban. Cung nhau chiing tao ra hé thong tinh
cam. Trong 8 tinh cam co ban do, thi 5 loai lién quan
dén ban nang sinh ton. Ching dwoc goi 1a cac tinh cam
lan trén/né tranh/sinh tén. D6 1a sg hai, tic gian, ghé
tdm, xdu ho va buon ba. Chiing tao ra s sg hai, au da,
tron chay hodc ngat xiu. Nang lwgng quen vdi viéc bao
V€ con nguoi.

R6i c6 mot loai tinh cdm khudy dong toan bd hé

thong ma khong chac moi viéc c6 trd nén 6n thoa khong.
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Do chinh l1a sy ngac nhién. Bén dy mot cudoc hop ma
khong biét diéu gi sap dién ra sé khién cho loai tinh cam
ndy ndy sinh. S¢ nhitng diéu sép sap noi da khién cho
su ngac nhién ciing dat trong tu thé so hdi. Nhwng néu
sép bong nhién khen nggi thi ngac nhién sé phat ra sy
vui mung.
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Phan khich/vui vé, tin cay/yéu thwong la hai pham

vi cia nhitng tinh cam gan bé. Ching gitip nguén nang
lwgng tudn trao. Chinh chiing tao ra sy noi két bén

chat vai khach hang, dong nghiép, gia dinh va ban be.
Nhung ching khong c6 gia tri ton tai cht yéu. D6 lai 1a
bon phan cua tinh cdm trén chay/né tranh. Mot ngudi

c6 thé song ca doi khong biét phan khich/vui vé, tin cay/
yéu thwong. D6 qua thyc 1a mot cudc song kinh khiing,
nhing nguwoi d6 van séng. Nhung ngwai ta khong thé
song ma khong c6 tinh cam tron chay/né tranh va tat ca
nhitng cam giac nay sinh tw hai tinh cam nay. D6 chinh
la diéu gitdp ta ton tai.

Trach nhiém ca nhan cia nha lanh dao/quan ly
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Hoc cach kiém soat nhitng tinh cdm nay mot cach
ding dan la dau hiéu cua nguwoi tredng thanh. Cai do
goi la “diéu chinh ban than”. Khong nén gat bé cam
giac trén chay/né tranh nhu thé chiing la diéu xau xa,
tiéu cyc. Ma trai lai. Ching gitp ta an toan. Nhung néu
ching khéng dugc kiém soét chdt ché, ching cé thé
khién cho ngwoi khac thay bat an.

Bét ky sép nao ciing c6 thé n6i gian mot cach

chinh dang néu khach hang bi doi xit t€, cong viéc
khong duwgc lam tot nhw mong dgi hodac mot dw an yéu
cau qua nhiéu tién bac virgt ngoai ngan sach vi cac
khodn chi phi khéng dugc kiém soét chat ché. Nhung
st tirc gian do tré thanh théi quen nhw thé nao chinh

la thuwéc do sy tredng thanh ctia nguwdi sép: va cach

né anh huwdng dén nhan vién va nhitng gi ho lam truée
su gian dir cua sép la thwdc do niém tin cta ho doi vGi
Sép.
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Steve Jobs & tap doan Apple khét tiéng la nguoi

kho tinh trong cong viéc. Nhung chinh tdm nhin cia
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ong, cam nhan cuia 6ng vé thi tredng twong lai va kha
nang thiét 1ap cac tiéu chuan va phong cach da mang
lai tinh yéu dich thwc do6i v6i cac san pham cua Apple
khién 6ng dwgc nhan vién vo cling tin twéng. Ong da c6
gang dé cac tinh cam gan két tudn trao trong to chic
ctia minh va trén thi treong dén mic Apple tiép tuc lam
ban than va thi truong ngac nhién trudc nhitng thanh
twu ma tap doan dat dugc.

Nguoc lai, Blackberry va Kodak da khong thé phat
sinh duwoc diéu do6 va da hiéu sai thi treong tai hai dén
noi danh mat ca thi phan quan trong mot cach nhanh
chéng va dang tiéc.

Vi vay nhiém vu then chét ctia nha lanh dao la khoi
day nhitng tinh cam gan két & con ngudi. Lic dé nang
lwgng tudn trao va khéng bi phi pham vao viéc déi pho
v@i cang thang, xich mich gitta cac phong ban va dau
da noi bo.

Nhung trede tien nha lanh dao phai huy dong

nhitng tinh cdm gan két cia ban than va diéu tiét ching

mot cach hop ly.
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Ban can sau to chat dé la ngudi lanh dao thanh

cong trong viéc nay. D6 la: Kha nang ndi két va giao tiép

v6i nguoi khac, Can dam, Bu khéo 1éo, Co thé truyén

cam hitng, No6i di d6i véi lam. Méi nam diém. Thit sau la

lic d6 ban sé duge moi nguwdi ung hd. Ngay thoi diém

dé, vGi hé thong da duoc thiét 1ap, nang lvgng trong to

chitc sé bién thanh 1gi nhuan; nhan vién khong muon

roi bé ban, ho sé lam tét nhat cho ban va khach hang sé

cam nhan dwgc sitc manh cua tat ca nhitng diéu do va

sé tam phuc khau phuc.
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Va nhu thé, 1a 1anh dao hay nha quan ly, tredc tién

ban phai tin vao chinh minh. Tao ra mo6i quan hé tot

dep trong noi bo tao dung su thinh veegng ben ngoai

cua doanh nghiép. Va, ngoai ra, luc dé doanh nghiép

la nguon vui chit khong phai la noi chita chat sw cang

thang.
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Introduction

All businesses rely on human beings. Management

tries to combine the capacities that human beings have
in ways that will achieve the strategic and operational
goals of the business. As all human beings are different,
that is a very difficult task. This chapter takes a brief look
at the recent history of management ideas and shows
how new knowledge coming from the modern brain
sciences can make a special contribution to creating
and managing productive energy in staff at all levels.

A brief history of one hundred and twenty years of
management

The twentieth century was the period in history when
theories of management first began to appear.
Previously throughout history people were organized,
as necessary, by reference to social position, family and
tribal hierarchy, or military command. But when Henry
Ford started mass producing cars in 1903 he completely
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re-designed the way a factory worked. People became
part of the production line machinery, doing small jobs
repetitively. It took Ford twenty-five years to get his
factory the way he wanted it, but his ways of maximizing
production set the pattern of western industry for almost
the whole of the rest of the century.

The first MBA program in the world started at Harvard in
1908, though there had been business and government
administration schools in Europe for ninety years before
that. Bit by bit a management literature developed,
especially encouraged by the scientific management
ideas of Frederick Taylor at the end of the 19th century
who wanted to turn individual craftsmen into part of a
mass production process.1 Henry Ford built on Taylor’s
ideas in the car industry. They were given a huge push
forwards by the production demands caused by the

Great War of 1914 — 1918 in Europe, which was the first
war to be conducted on an industrial scale.

Subsequently the 20th century developed all kinds of

approaches to management. Various ideas became
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fashionable at various times. Richard Pascale, of the

Said Business School, University of Oxford, has shown

that between 1950 and 2000 there were at least thirty-

seven different management new ideas — ‘business

fads’, he called them — by which managers tried to

make their organizations better.2 His researches have
1.http://en.wikipedia.org/wiki/Scientific_management describes
Taylorism very well

2. from ‘decision trees’ to ‘total quality management’ to ‘one minute
management’ to ‘business process re-engineering’ to ‘the learning
organization’, to name but a few.
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convinced him that organizations are living systems

and should be guided by the principles of nature, not

machines.3 This chapter takes a similar approach.

Perhaps the biggest difficulty in management throughout

the twentieth century has been the lack of any agreement

as to what ‘a person’ is. It is difficult to manage anything

that is poorly understood. At the same time production

and machine processes have increasingly given way to
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knowledge and service industries, or robots increasingly
do complex but repetitive production tasks. So the
position of the person as an individual, not just part

of a system, becomes more and more demanding of
management skills.

It is apparent therefore that at the beginning of

the twenty-first century there is an increasing gap
between needing to understand individuals with all
their complexities and the management knowledge
that might make such an understanding possible.
Twentieth century management psychology produced
lots of ideas about people but no real science by which
any one idea could be seen to be more useful than

any other. So managers often have to rely on what
they have learnt in their own life experience in order
to do their best as leaders. Which curiously is exactly
the same as before modern business schools were
founded a hundred and twenty years ago. Not much
change there, then.

3.managers.emeraldinsight.com/change_management/.../pdf/
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pascale.pdf
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Twenty-first century developments

The biggest obstacle to understanding people is not
being able to see what is going on inside them! What
people show of themselves to others, or what they say,
may not be an accurate representation of what is really
going on inside. And people themselves may not be

very clear about what is going on inside themselves;

or, at any moment in time, what they truly feel or think
about any particular situation.

So understanding people is very difficult. In the way that
during the last two hundred years medicine has worked
out how the body works, management has not worked
out how ‘the person’ works.

But that is changing

In 1980 the first usable black-and-white low-resolution
images of the live brain were produced at the University
of Aberdeen in Scotland, using a scanning technique

now called Functional Magnetic Resonance Imaging
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(fMRI). Within ten years colour images became
standard, and by the end of the twentieth century it
became routinely possible to see how blood flowed

in the brain. As blood carries the energy supplies

of oxygen and glucose to where it is needed, it had
become possible to see where and, to some extent,

how energy was being used in the brain.

This is a remarkable scientific development. It makes it
possible to start asking questions about human behavior
that can have a scientific answer.
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Getting inside what is happening in people

For instance, in 2000 Naomi Eisenberger and colleagues
at the University College of Los Angeles asked the
question: How does the brain deal with emotional pain?
If we feel emotionally hurt, is it the same as being
physically hurt?4

They created an experiment that became known as the
cyber ball experiment. A person lies in an fMRI scanner

looking at a small TV screen. On the screen are three
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pairs of hands, one towards the top left, one towards

the top right, and one in the middle at the bottom. It is
explained to the person lying in the scanner that the pair
of hands at the bottom of the screen is the hands of

that person, and he or she is going to be involved in

a ball-passing game. The hands start to move on the
screen, and a ball appears, and the three pairs of hands
pass the ball between themselves, gently throwing and
catching it.

After the game has been going for a short time the ball
starts being passed only between the top two pairs of
hands. The bottom pair, ‘belonging’ to the person lying
in the scanner, is excluded from the game. The fMRI
scan then shows that the area of the brain that is active
when physical pain is experienced becomes very active
when it is suddenly understood that the two top pairs of
hands are excluding the bottom pair. The bottom pair of
hands are being socially rejected and isolated.

4. Eisenberger, N. 1., Lieberman, M. D., & Williams, K.D. (2003). Does

rejection hurt? An fMRI study of social exclusion. Science , 302, 290-
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292.
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It so happens that when the body experiences physical
pain, like breaking a leg, some naturally occurring

brain chemicals called endorphins rush into the blood
stream to suppress the pain. But when emotional pain

is experienced no endorphins are triggered. After an
experience of bad physical pain a person can remember
that he or she experienced the pain but cannot re-create
the sensation of the pain. That is because the endorphins
suppressed the memory of it. With emotional pain,
however, the memory of it can trigger the experience of it
again. So the pain stays live in the system. And it takes
energy to manage that experience, which prevents the
energy being used for something more productive.

Using that kind of knowledge in business

In a business context, suppose that someone feels they
have done a really good piece of work on a Report, for
which they put in a lot of effort in their own time too, and

has given it to their boss. It is natural to want a reaction

http://tieulun.hopto.org



from the boss. But let’s imagine a busy boss puts the
Report to one side, doesn’t think about how much time

and thought and energy went into it, and forgets to

even thank the person let alone sit down with them and
discuss it.

For the boss the Report is just something else that has

to be dealt with in crowded working days and weekends
that have too little time in them anyway. For the person
who created the Report, though, it’s a sense of not being
regarded, of not being of sufficient interest to the boss,
being ignored, and perhaps even unwanted — all part of

the rejection / isolation spectrum. At its worst such feelings
Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 161
corrode the person’s sense of their own well-being. At the
very least it takes brain capacity to deal with such feelings
and then that energy is not available to be productive,
imaginative, effective, or fully focused at work.

Energy comes from the emotional system. There are 8
basic emotions. In combination they create the feeling

system. Of the 8 basic emotions the majority, 5, are to
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do with self-preservation. They are called the escape/
avoidance/survival emotions. They are fear, anger,
disgust, shame and sadness. They create fright, fight,
flight or faint reactions. Energy gets used to protect the
person.

Then there is 1 emotion that arouses the system
without being sure where things will fix themselves.
It’s called surprise, or startle. Going to a meeting

and not being sure what is going to happen puts the
surprise-startle emotion into play. Being fearful of what
a boss is going to say already has the surprise emotion
settling itself into fear. But if the boss is unexpectedly
complimentary, then surprise gets triggered into some
kind of enjoyment.

Excitement/joy, trust/love are the 2 spectrums of
attachment emotions. They let energy flow outwards.
They are what make good connections with customers,
colleagues, family and friends. But they do not have
primary survival value. That is the job of the escape/

avoidance emotions. A person can live the whole of
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their life without excitement/joy, trust/love. It would

be an awful experience of life, but the person would
survive. But a life cannot be lived without the escape/
162 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
avoidance emotions and all the feelings that come from
them. That’s what makes us survive.

Personal responsibility as a leader / manager

Learning to manage all the emotions properly is the mark
of a mature person. It’s called ‘being self-regulating’.
The escape/avoidance feelings are not to be squashed

out of existence as if they were somehow bad to have,

or negative. Quite the contrary. They keep us safe. But

if they are not properly managed then they can make
other people feel unsafe.

Any boss is appropriately angry if a customer has been
treated badly, a piece of work is not done as well is it
might have been, or a project is demanding too much
money outside budget because costs have not been well
controlled. But how that anger gets used is a measure

of the boss’s maturity; and the way it impacts staff and
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what they do with her anger is a measure of how much
they trust her.

Steve Jobs of Apple was a notoriously difficult man

to work for. But his vision for Apple and his sense of

the future market and his capacity to set standards

and style that created real love for Apple’s products
made him highly trusted by his staff. He managed

to get attachment emotions flowing so well through

his organization and into the market that Apple went

on surprising itself and the market place in what it
achieved.

Blackberry and Kodak, on the other hand, hadn’t
managed to generate that spark and misread their
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markets so badly that both lost their lead market positions
in very uncomfortable ways and amazingly quickly.

So they key task of a leader is to generate attachment
emotions in people. Then energy flows outwards and is
not wasted on coping with stress, departmental politics

and in-fighting.
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But first of all the leader has to have his or her own

attachment emotions in place, and be able to regulate

them appropriately.

To do that as leader you need six qualities. They are:

The capacity to connect with others and communicate,

Courage, Being clever enough, Being able to inspire

others, Walking your own talk. That’s five. The sixth is

that then you will be worth following. Then, with good

systems established, organizational energy will flow into

profit; staff will not want to leave you, they will work their

best for you, and customers will feel the power of all that

and be attracted to you.

And so, as a leader or manager, first of all you have to

trust yourself. Creating the right relationships internally

creates businesses that thrive externally. And, moreover,

business is then a source not of stress but of pleasure.
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NHAN DIEN VA PHAT TRIEN

CAC NANG LUC CAN THIET
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CUA NHA QUANLY

TRUONG CHi DUNG

Nhin lai viéc tit danh gia nang hyc cia cap quan ly
Trong bao cado Dy bao vé nang lyc lanh dao cua

DDI nam 2011 (DDI Global Leadership Forecast, 2011)
Byham c6 may nhan dinh dang chua y:

- Trong 12000 lanh dao cao cap dugc khao sat, chi
32% tw danh gia vi tri ctia ho la vitng chac

- Ctt 3 nhan vién thi 1 nguwdi cdm thay cap trén truc
tiép la nguwoi lanh dao kém.

- 63% Quan ly cap thap va cap trung cam thay su
phat trién kha nang 1anh dao ctia minh 1a khong hiéu
qua.

Twr d6 cho thdy viéc ty nhan thitc va nhan ra sy
“thiéu hut nang lwc” cia ban than ngwdi quan ly dang
c6 chiéu hudng thay doi.

Danh sach nang lvc can cho cac cap quan ly

khac nhau

Pé giip lam rd thém viéc nay, Byham da néu ra
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mot danh sach nang luc can cho ba doi twgng quan ly

khac nhau: Cap Giam sat, Quan ly Cap Trung, va Quan

1y cép cao.

Moi doi twgng c6 mot danh sach nang lyc trung nhau

va khac nhau, thé hién r6 nét hon sy “di 1én” ctia moi cap

quan ly dé dong diéu vai sy can thiét phai c6 cac nang luc

mdi can cho cap quan ly dy, dugce tom tat qua bang sau:

Cap Cap Quan
Nang luc

Giam Quan ly cap
sat

ly

cao

Lanh dao Tam nhin
X

Chién lugc

Lanh dao Chién lwgc
X

X

Lanh Phat trién Nhan tai cho
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dao/

X

X

T6 chic

Tao anh

hwong Lanh dao Ca nhan (Tao

X

X

X

anh huwéng)
Lanh dao Budi hop
X

X

X

Nhay bén
X

X

X

Ra

Nhan dién van de
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X

X

quyét

dinh

Giai quyét van dé

X

X

X

Giao quyén han va trach
X

X

Quan nhiém

1y hiéu Theo doi thong tin
X

X

qua

Theo doi cong viéc

X

X
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X

cong

viéc

To6i da hoa hiéu qua
X

X

X

cong viéc
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Trinh bay bang 16i

X

X

Truyén Lang nghe

X

X

thong

Giao ti€p bang van ban
X

X

Giao tiép bang 15i
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X

X

Kha nang thich nghi
X

Pham vi quan tam

X

Diing cam

X

binh hwéng muc tiéu dai
X

X

han

Gidm nhe cang thang

X

Ca
binh huwéng dich vu
X

X

http://tieulun.hopto.org



X

nhan

khach hang
Ty danh gia

X

X

Nghi luc

X

X

X

Co sang kién
X

X

X

Kha nang hoc héi va ap
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X

dung

Kién

Ky thuat/chuyén mon

X

thire ky

nang

Kién thirc

X

Dbiéu dang chu y la véi cac cap quan ly khi da

“buwdc” 1én trén cdp Giam sat thi Byham khong con dat
ndng vé nang lyc chuyén mén nita, vi 6ng xem do la
nhitng nang lwc mac nhién phai cé, va 6ng cho la can
chid y nhiéu hon dén nhitng nang lwc mang tinh twong
tac gitta con ngwoi ¢ noi lam viéc.

Khi nhan dién va dé bat nhitng nguoi gioi chuyén

mon vao cap quan ly ban dau, cap Giam sat, doanh
nghiép doi khi gap nhitng tinh hudéng phan ng ngugc
168 v Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization

lai v6i mong muodn. Vi khi ca nhan rdi bé nhitng thé
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manh chuyén mon dang lam gioi, dac biét la nhitng
nguoi “say” chuyén mon thi viéc hoa than thanh nha
quan ly, lam ban than ho phai doi dién vai viéc phai ty
minh hoc hoi va s@ hitu nhitng nang lyc quan ly madi
von con xa la véi ho. Va nhiéu treong hgp cho thay la
nhitng nguwdi gioi chuyén moén chwa chac da thay thu vi
gi khi chap nhan diéu nay, nhat la kha nang tuwong tac
vGi con nguoi co thé phai bat dau tir s6 khong. ..

Qua qua trinh tham khao va van dung danh sach

nang luc nay, L&A nhan dinh la danh sach Byham, it
han 1am, nhung n6 gan véi doanh nghiép, trong viéc dé
hinh dung ra moi lién hé gitra trinh d6 nang lwc quan ly
thue su cua doi ngli quan ly cia minh khi so sanh véi
mo hinh ctia Byham, tir d6 viéc xac lap tiéu chuan nang
lwe sé nhanh chéng, logic va dé ap dung hon.

Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 169
IDENTIFYING AND DEVELOPING
NECESSARY CAPABILITIES

FOR MANAGERS

TRUONG CHI DUNG
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Back to self competency assessment by managers
In DDI Global Leadership Forecast, 2011, William
Byham had some interesting numbers as below:

- Of 12,000 senior leaders, only 32% rate their bench
as strong

- 1in 3 Employees Feel Their Frontline Supervisor is
Ineffective as a Leader

- 63% of First- and Mid-Level Managers Feel Their
Leadership Development is ineffective

From reading these above numbers we realize that self
assessment and identification is causing competency
“gaps” of managers to change.

170 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
Competency Lists for different kind of managers
To help clarify these necessary competent lists,
Byham had showed the said lists for three kinds of
managers:

Supervisors (Byham labeled as “Traditional
Supervisors”, Managers, and Senior Managers

(Byham labeled as “Upper-Level Managers”). Each

http://tieulun.hopto.org



kind of manager has their own competency list, they
might have coincidental or different competencies, he
expressed the “steps up” of each kind of manager in

the following table:

Category
Supervisor
Manager
Senior
Manager
Visionary
X
Leadership
Strategic

X

X
Leadership
Organizational
X

X

Talent
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Leadership /
Influence
Individual
X

X

X
Leadership
(Influence)
Meeting

X

X

X
Leadership
(Facilitation)
Sensitivity
X

X

X

Analysis

X
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X

X
Decision
(Problem
Making
Identification)
Judgment
X

X

X
(Problem

Solution)

Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 171

Delegating

X

X

Authority and
Responsibility
Performance

Information
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X

X
Management
Monitoring
Follow Up
X

X

X
Maximizing
X

X

X
Performance
Oral

X

X
Presentation
Listening

X

X
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Communication
Written

X

X
Communication
Oral

X

X

X
Communication
Adaptability

X

Range of Interests
X

Tenacity

X

Long Range

X

X

Goals Orientation

http://tieulun.hopto.org



Tolerance for
X

X

Stress

Personal

Customer Service

X

X

X

Orientation
Self-Assessment
X

X

X

Self-Confidence

Energy
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X

X

Initiative

X

X

X

Ability to Learn

X

(Applied Learning)

Technical/

X

Knowledge

Professional

Skills

Knowledge

X

172 v Van hanh, toi wu héa hiéu qua/Operation, efficiency optimization
The point is that when managers who are “stepping up”
higher than Supervisor level, Byham does not focus on

Technical/Professional competencies any more, since
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these ones are now Prerequisite ones, and he focuses
more on work place workers’ interactive competencies.
While identifying and then promoting individuals having
good Technical/Professional competencies to the first
step of management, the Supervisors, there would

be unexpected creations from these newly first time
managers. The reason is that these individuals having
good Technical/Professional competencies, especially
ones that “love” Technical/Professional works, then
they would begin the metamorphosing process into

to a manager, hence making them facing the issue of
“self learning” and grabbing the unfamiliar management
competencies provided to them. And in many cases
good Technically/Professionally competent individuals
did not have interest in these promotions, in the worst-
case scenario they would have begun to learn social
interactive skills from the ground up...

By learning and applying these above Byham lists, least
academic, but they appeared to be near to businesses,

in realizing the relations between levels of real
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management competencies of managers and Byham
lists models, this makes the setting of competency
standards more easy, rapid, logical and practical.

Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization v 173
QUAN TRI BANG SU LANG NGHE

VA UNG XU PHU HOP

TED NUYEN

Pé cap dén mdot nha quan ly gioi, nhiéu nguoi

thwong hinh dung ra mau ngudi cé thé dwa ra mot
chién lwgce kinh doanh tét, gitp doanh nghiép ctia ho
dat dugc doanh thu, 1¢i nhuan cao. Thuc té, nha quan
ly thanh cong la ngudi c6 cach quan ly thu phuc dugc
st tan tuy, hét long cia nhan vién, tir dé tao nén mot to
chitc, doanh nghiép thanh cong.

Thu phuc long nguei bang sy lang nghe

Pau la yéu t6 lam cho mot nhan vién gan bé lau

dai v6i cong viéc va khong ngtrng no luyc lam viéc hiéu
qua hon mo6i ngay? Phai chang dé la do mitc lwong -
thwdng cao hay cac dong nghiép vui vé? Hon tat ca,

cach rng x@ gitta nguwoi quan ly vdi nhan vién mai la
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yéu t0 quyét dinh d6i véi cau hoi trén.

Khong qua kho hiéu khi rat nhiéu nhan vién cam

thdy gan b6 véi cong viéc khi c6 mot cap trén biét lang
nghe va cam thong. Vi khi bat cit dé xuat, y kién nao

ctia minh déu dugc sép ghi nhan va c6 phan hoi (dong y
174 v Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization
hodc khong dong y), nhan vién sé cam thay minh c6 gia
tri trong cong viéc. Nguogc lai, thoi quen lang nghe cling
gitup cho nha quén ly hiéu dugc cac van dé ctia nhan
vién, tan dung duoc kha nang tv duy sang tao cta ho
trong viéc cai tién (improvement) va doi méi (innovation)
trong kinh doanh.

Hau hét cac nha quan ly cam thdy dé dang trong

viéc dat ra nhitng muc tiéu ngan han va dai han cho

nhém nhan vién hoac doanh nghiép cta minh nhung lai
gap kho khan trong viéc gidi dap cau héi: “Lam sao dé
nhan vién khong cam thdy minh dang bi 4p dat nhitng
muc tiéu do cap trén dwa ra?”. M6t nha quan ly dac

nhan tam hiéu rang viéc danh ra tir 20 dén 30 phut

dé tro chuyén v&i moi nhan vién va ctung ho thao luén
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vé ké hoach cong viéc (performance plan) la that su
can thiét. Thit nhat, budi tro chuyén céi mé gitp nhan
vién cdm thdy rang minh dwgc cap trén quan tam va

ho c6 co hoi thé hién minh. V§i kha nang dan dat cau
chuyén mdt cach khéo 1éo, nha quan 1y khién nhan vién
cam thay rang ho la ngudi chi dong dat ra muc tiéu,

ké hoach cong viéc cho minh va ho c6 dong luc, trach
nhiém dé hoan thanh két qua dé. Thit hai, qua trao déi,
nha qudn ly hiéu dwgc diém manh, diém yéu cta tirng
nhan vién, tir d6 c6 cach theo doi tién do cong viéc phu
hgp véi tirng nguwdi (moi thang, hai thang, ba thang, sau
thang...). Nhitng nhan vién nao duwgc dén doc, nhac
nha lién tuc sé hiéu rang minh can nang cao ky nang

dé dap tng t6t hon trong cong viéc. Trong truong hop
nhan vién nay khong thé dap tng duwgc cong viéc, bi
chi trich hodc sa thai thi ho cling khéng c6 sy phan doi
manh mé.

Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 175
Ung xit véi nhan vién theo titng nhém

Moi cach quan ly nhan sy déu dwa dén m6t muc
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tiéu cudi cung la dé nhan vién lam viéc mot cach nhiét
tinh, vui vé va dat hiéu qua. Nhiéu nha quan ly cam thay
boi roi khi phai quan ly mét s6 lwgng nhan vién 16n ma
moi ngwdi lai c6 nhitng van deé, tinh cach riéng. Vay dau
la cach quan ly kha thi?

Kinh nghiém quan 1y & cac tap doan 16n cho thay,

viéc nam bat va ng xtt v&i nhan vién sé dé dang hon
khi chia nhan vién theo ti'ng nhém dva trén ky nang,
kinh nghiém lam viéc va thai do ctia ho trong cong viéc
nhu sau: (1) Nhom thiéu k§ nang, kinh nghiém va chwa
c6 y thitc hoc héi, (2) Nhém k¥ nang chuwa tdt, it kinh
nghiém nhwng nhiét tinh va chiu kho hoc hoi, (3) Nhom
k¥ nang tot, c6 kinh nghiém nhuwng théi do chwa tot
(biéu hién thwong thay ¢ nhitng nguwdi “séng lau 1én lao
lang”), (4) Nhom ky nang tot, giau kinh nghiém va thai
do lam viéc nghiém tdc, nhiét tinh.

Vi titng nhom nhan viéen nhuv trén, cach quan ly

twong ng nhu sau:

Nhom (1) - Direct: Nha quéan ly nén giao cong viéc

mot cach cu thé, ro rang (lam viéc gi, lam nhuw thé nao,
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thoi han) va theo doi tién do cong viéc.

Nhom (2) - Coach/ Teach/ Mentor: Nha quan ly chi
giip do nhan vién vé k§ nang hodc nhd nguwoi huan
luyén thém vé cach thirc lam viéc dé ho cam thdy minh
dang dugc ho trg, dong thai khuyén khich ho phat huy
sy nhiét tinh trong cong viéc.

Nhom (3) - Participate: Nha quan ly nén c6 thai do

cong nhan gia tri cia nhan vién, ngé y muon ho tham
gia cong viéc vdi cap trén va dong nghiép. Cach noi phu
176 v Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization
hop la: “Anh/chi nghi van dé nay nén lam thé nao?”,
tranh ra Iénh: “Anh/chi nén lam thé nay...”.

Nhom (4) - Delegate: Cap trén va cap dudi thao

luan vé cong viéc mot cach thoai mai, thuwong thi cap
trén chi quan ly két qua chit khong can kiém soat cong
viéc mot cach gat gao.

Lang nghe, thng cam va c6 cach &ng xt phu hgp

v0i titng nhém nhan viéen thoat trong c6 vé don gian
nhung thye té khi 4p dung lai khong hé dé dang. Pay la

nhitng k¥ nang can phdi hoc tap va thyc hanh lién tuc
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dé tao thanh mot théi quen hay mot phan xa tic thoi.
Pdc biét la véi nhom (3), ho thuwong la nhitng nhan vién
16n tudi, nhiéu kinh nghiém nhwng khéng chiu hop tac,
cap trén phai biét bé qua cai to6i ciia minh méi mong

thu phuc dwgc ho. Tuy nhién, viéc thu phuc tam long
ctia nhan vién khong nhat thiét phdi cing vui vé trén
ban nhau. Hay do6i x& vGi cap dwdi bang tinh cam chan
thanh, nguwoi quan 1y sé nhan dugc sy tan tuy tw nhién
t nhan viéen.

Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 177
MANAGEMENT BY MEANS OF

LISTENING AND PROPER BEHAVIOR

TED NUYEN

Whenever a good manager is mentioned, many visualize
the type of people who could come up with a good
business strategy plan, making their business generate
more revenues and profits. In fact, successful managers
are those whose management methodology could gain
the trust and total dedication of their employees, which

in turn will create a successful organization or business.
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To win the hearts of the others by listening

Which is the drive behind long-term loyalty and
relentless efforts to produce higher efficiency every

day of an employee? Is it high pay and bonus rates or
happy colleagues? Ultimately, the behavior between
managers and employees is the decisive answer to the
above question.

It is not too difficult to figure out why an employee may
feel connected to his or her job if there is a manager
who listens to them and is compassionate towards them.
178 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
Because whenever an idea is proposed or suggested,

it will always be acknowledged and responded to by

the boss (with approval or disapproval), the employees
will therefore recognize the sense of self-value in their
jobs. On the other hand, the habit of pay attention

help managers to understand their employees’

problems, utilizing their creative capabilities in business
improvement and innovation.

Most managers find it easy to set out short-term and
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long-term goals for their employees’ teams or companies
yet find it hard to answer the question of: “How to lift
the stress from the targets established by my boss?” A
manager who influences others and understands that
spending 20 to 30 minutes every days to talk with each
employee and discuss their performance plan is of vital
importance. Firstly, this “open chat” gives the worker

a sense of being cared for by the superordinate and
hence given a chance to showcase himself or herself.
With the ability to skillfully lead the conversation, the
managers give their employees the feeling that they

are the ones who have been given full control to set out
their own working targets and plans, inspiring motivation
and the responsibility to finish their goals. Secondly, the
managers could understand strengths and weaknesses

of each worker, to figure out the best ways to track
working progresses for each or them (monthly, bi-
monthly, quarterly, bi-quarterly...) Employees who are
pushed and reminded on a regular basis shall understand

that they have to improve their skills in order to better

http://tieulun.hopto.org



satisfy the job’s requirement. And when the employee
can’t meet the job’s requirement, receive criticism or get
fired, they raise no strong objection.

Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization v 179
Treat employees by grouping

Each and every method of human resource management
ultimately leads to the final goal of making the working
force happy, devoted, and efficient in their position.
Many managers become confused upon managing a
large number of employees with various issues and
personalities. So, which is the possible management
method?

Management experience at large corporations proved
that, the understanding and behavior toward employees
will be easier when grouping them based on their skill
work experience and attitude in their jobs as follows: (1)
The group of workers who are inexperienced and have
an improper attitude towards learning, (2) The group of
unskilled workers with limited working experience but

who are devoted and willing to learn, (3) The group of
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skilled and experienced workers with an inappropriate
attitude (common examples of “getting promotion by
continued years of work” type), (4) The group of skilled,
and experienced workers with a serious and dedicated
attitude.

For each of the above groups, the method of management
is as follows, respectively:

Group (1) - Direct: The manager should assign tasks

with clear description (what to do, how to do it, and with
a deadline) and track working progress.

Group (2) - Coach/Teach/Mentor: The managers

assist the employees in developing their skill or assign
someone else to train them how to do the job, to make
180 v Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization
them feel like they are being supported, and hence
encouraging them to develop a working devotion.

Group (3) - Participate: The manager should recognize
their staff’s values and let them join the work of their
superordinate and colleagues. The proper way to say

this is: “How do you think we should do this?”, avoiding
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giving a command: “You should do it this way...”.
Group (4) - Delegate: Superordinate and subordinate
could discuss the matter openly, with the former
managing the result, and not strictly being onto the
latter’s tail all the time.

To listen, be compassionate and practice proper behavior
towards each workers groups may seem simple at first,
however the large majority will find it hard upon putting
it into practice. These are skills that are needed to be
acquired and practiced repeatedly to turn them into
habits or prompt reflexes. Particularly with Group (3),
most of them are aged and experienced workers which
practice little cooperation, for which the superordinate
should know how to tackle by using their ego, to win
their hearts. However, gaining employees’ trust is not
necessarily done over alcohol. Treating a subordinate
with honest sincerity, will lead to the manager being
able to build a sense dedication from their employees.
Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 181

VI SAO LAI THUE NGOAI NHAN LUC?
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NGO PINH BUC

Cho thué nhan lyc c6 1¢gi khong?

Chung ta biét rang viéc phong ngtra la liéu thuoc

tot nhat dé quan ly sy phitc tap trong van dé to tung
va cac vu kién nhd. Thém nita, mot hé thong nhan sy
hoan chinh la chia khéa dé thu hit va gitt chan nhitng
nhan vién cé chat lwgng trong mat thi trudng nhan sy
eo hep. Van dé nhan sy néu dugc tiép can nhw mot
chién lwge dwgc phan tich hiéu qua chi phi/lgi ich,

6 thé dan dén sy tang cwong dang ké vé 1gi nhuan.
Rét thwvong xuyén, nhan sy duge xem nhw nhitng ké
xau xa nhung can thiét cia “nhitng nguwdi luon tuan
tha quy dinh”. Quan niém vé nhan sy nhw vay la sai
lam. Hién nay thé gigi dang c6 xu huwéng c6 mot doi
ngti nhan sy thué ngoai suy nghi nhw mot doi tac kinh
doanh va nhay cdm véi cac nhiém vu chién lwgc va tai
chinh cta cong ty. Lgi nhuan tir viéc nay sé cung cap
nhitng nguon tién tuyét voi dé tao nén cac chuwong
trinh nham thu hut, gitr chan va thiic day nhan vién véi

nhitng cong viéc day y nghia.
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Theo nhiéu khdo sat ctia nhiéu cong ty tai My thi

182 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization

day la bang so sanh chi s6 wéc tinh chi phi nhan sy

hang nam tuy theo s6 lwvgng nhan vién ctia moi to chitc.

Tiét kiém

Tu dao tao

Thue

Tilé

ngoai

khi thué

ngoai

tiét kiém

Duéi 100

Nhan vién $132,000
$72,000

$64,000

55%

100-200

Nhan vién $192,000

$95,000
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$97,000

50%

200-300

Nhén vién $247,000

$115,000

$132,000

47%

300-400

Nhén vién $302,000

$135,000

$167,000

45%

400-500

Nhén vién $357,000

$160,000

$197,000

45%

*Luu y: Pay la nhitng con s6 wdc tinh dya trén so
liéu tai Hoa Ky dé tham khao. Chi phi tiét kiém thay doi

tuy thudc vao tirng cong ty nhung thuwdng nam trong

http://tieulun.hopto.org



khodang ttr 45%-55% trén tong chi phi nhan sy. Thém
vao do, khi cong ty tang tredng, cac chuong trinh, thu
tuc va sy phitc tap trong co s& ha tang cling tang theo.
Nhitng chi phi nay khong dugc liét vao mo hinh “in-
source”.

Khi nao thi nén thué ngoai nhan lyc?

Ngay cang nhiéu t6 chitc tai Viét Nam dang c6 du

dinh thué ngoai nhan lyc. Quyét dinh nay sé phu thudc
vao nhiéu yéu té vi mai té6 chitc c6 dinh hwéng, qui mo
va mirc do phitc tap khac nhau. Ngoai ra, mot s6 qui
trinh trong nhan sy c6 thé thuan tién thué ngoai hon so
v&i nhitng linh vire khac. Quyét dinh chon m6 hinh thué
ngoai tron goi tuy thudc vao it nhat ba yéu to:

1. Chién lvogc cua to chite.

Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 183
2. Qui mo, vi tri va mirc do phitc tap cuda t6 chic.

3. Giai doan hién tai trong vong doi ctia cong ty

(Khai dong — Cap 1, Tang trueng — Cap 2,

Truwdng thanh — Cap 3, va Suy thoai — Cap 4).

T6 chitec & Cap 1 ( hoat dong tir 0-2 nam) hodc Cap
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2 (2-3 nam) vdi su gidi han vé nguoén lwc con ngudi va

tai chinh la doi twong tuyét voi cho mo hinh thué ngoai
nhan lyc toan bo. M6 hinh nay c6 thé tiét kiém cho cong
ty tir 45-55% chi phi mo6i nam so véi viéc xay dung mot
doi ngli nhan sy noi bo.

Khi t6 chirc phat trién dén Cap do 3 (3-6 nam hoat

dong), nhitng giai doan nhat dinh trong quy trinh nhan

su cO thé dugc thué ngoai nhw quan ly phuc lgi/dai ngo,
lwong bong, quan hé nhan vién, va tham chi 1a ca tuyén
dung.

T6 chitc Cap do 4 c6 thé phai cat giam chi phi va ganh
ndng hanh chinh ciing bang cach thué ngoai nhan suv.
Quyét dinh thué hay khéng can dwa vao mét bang phan tich
t0 chitc can than. Lwa chon nay cling c6 nhitng han ché va
chi phi cat gidm c6 thé it vi sy thiéu tap trung va cong hién
cho b0 nhan su.

Thué ngoai toan phan hay mot phan?

Thué ngoai nhan lyc toan phan gidi quyét tat ca

nhitng cong viéc sau, da phan thudc loai ton kém thoi

gian va nang ve thu tuc:
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1 Toan bo qua trinh trd lwong va hanh chinh, bao
gom ca qua trinh quan ly ho so theo quy dinh

nha nuac.

1 Quan ly tat ca so liéu thong tin nhan su.

184 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
1 Hé thong thiét ke, phat trién va quan ly phuc lgi
nhan vién - y té, nha khoa, xa hoi, ché dé nghi
hwru, va nhitng bao hiém khac bao gém ca viéc
boi thudng cho nhan vién.

1 Viéc thiét ké va quan ly tat ca bién ban hgp phap
tuan theo luat phap nha nwdc yéu cau: so6 sach,
cam nang nhan vién, so tay huwéng dan chinh

sach va thu tuc, mo ta cong viéc, bang mo ta

cong viéc, thw maoi lam viéc, ho so ca nhan, hé
thong danh gi4, sitc khde va an toan lao dong.

1 Viéc thiét ké va thyc hién hé thong dai ngo co
diéu chinh.

1 Nguon lyc dé tuyén dung nhan suy.

1 Thuyén chuyén kip thdi, tuyén dung gap nhan

vién va cac van dé phap ly lién quan.
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1 Sw ho trg ctia cong doan trong cac van dé vé

moi quan hé vdi nhan vién.

1 Pao tao tai cho va c6 van tr doi ngii quan ly.

1 Sy tro gitp trong viéc phat trién ké hoach chién

lwgc va cac hoat dong phat trién to chirc.

1 Quan ly phu trach c6 van cho k¥ thuat vién tai

cho va lién két cac cong viéc.

Mo hinh cho thué ngoai nhan s mét phan c6 thé

hiéu qua hon déi véi cac t6 chitc ¢ cap do 3 va 4 trong
vong doi cta ho bdi vi cac quy trinh nhat dinh dwoc
phuc vu tét hon trong ndi bo té chitc, va nhitng qua trinh
khac (vi dac trung riéng) sé hiéu qua hon veé chi phi néu
dwgc quan ly tir bén ngoai. Vi du: Mot t6 chitc cé thé
lam theo hiéng dan cida tw van vién bén ngoai cong ty
nham tim sy trg gitp vé cach van dé tuan tha phap luat,
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van dé dac biét vé quan hé lao dong, nhan cong, nhan

sw qudc té, quan ly thay doi va phat trién lanh dao.

Pac diém cia mo hinh thué ngoai nhan sy toan

phan
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Mot mo hinh thué ngoai nhan sy tron goi hoat dong

tot nhat va dat hiéu qua cao nhat vé chi phi néu mot

ca nhan dugc chi dinh phu trach cong viéc gidy to va
cac van de hoat dong khac tai cho. “Sy c6 mat cia con
nguoi” cling rat can thiét trong nhitng tinh huéng ma
nhan vién thay khong thodi mai trong viéc sit dung dién
thoai, may fax, e-mail va cac cong cu mang ndi bd ho
c6. Nguoi ky thuat vién diéu hanh nhan sy tai cho sé
duwgc co van bai doi ngii thué ngoai nhan sy. Ky thuat
vién nay nhin chung c6 thé tng dung nhitng van dé vé
nhan sy vao cac quy trinh quan tri ma hau hét cac t6
chitc déu can. Mot ngwoi quan ly sé dugc chi dinh cho
nhom nhan sy thué ngoai dé dong vai tro lién lac vé
nhitng van dé cha chot trong quy trinh nhan su.

186 v Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization
WHY USE OUTSOURCING?

This paper analyses the costs and benefits of labour
outsourcing. With a numerical example, learn from

the studies in the United States, the readers will have

a concept of the benefits from using an outsourcing
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service.

The paper lists the indicators for organizations to
reference to decide when they should consider and

then self realize that they would use labour outsourcing.
It also introduces the full and partial models of HR
outsourcing and show the benefits of each of the
models.

The decision of an organization to outsource HR
function is based on three factors: (1) Its strategy, (2)
The size, location and complexity, (3) The current phase
of the organization in its life cycle (Emerging, Growth,
Maturitye and Decline). Each development phase
should adapt to a compatible outsourcing model and
hence provides different benefits to the organization.
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PIEU HANH NHAN SU

BANG LONG NHAN Al

LE NGUYEN MINH QUANG

“Cong cu diéu hanh nhan sy chuyén nghiép khd

da dang, nhung theo t6i, cdch quadn ly hiéu quad nhat la
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s chan thanh trong tinh cam va sy quan tam, chia sé
cho nhdn vién nhitng quyén loi va lgi nhudn ma Coéng ty
co duoc”, ong Lé Nguyén Minh Quang, Téng gidm doc
Cong ty Bachy Soletanche Viét Nam cho biét.

Cong bang quyeén lgi giita nguwei quan ly va

nhan vién

Con nguwoi la nguén von to 16n nhat ctia moi doanh
nghiép. Do do, viéc khai thac t6t nguon Iwc nay dé phat
trién la van dé quan trong doi vGi nha quan ly. Tuy nhién,
muon moi ngwdi lam viéc theo mot tiéng néi chung thi
can c6 cach diéu hanh nhan sy chuyén nghiép va hiéu
qud. Co6 nhitng doanh nghiép quan tri nhan sy bang

cach dung cac cong cu phan tich dit liéu dé ra quyét

dinh va hanh dong, mot s6 doanh nghiép khac lai quan

tri thién vé st dung con ngwoi trong cong viéc (nhin vao
nhitng con nguwoi cu thé dé cé cach quan tri phu hop).
Con 6ng L.é Nguyén Minh Quang, nguwgi c6 gan 20 nam
188 v Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization
¢ vi tri lanh dao mot cong ty xay dung, lai diéu hanh

bang su chan thanh va quan tdm dén nhan vién.
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Trong nhitng quyét dinh vé quyén 1gi ctia nhan

vién, nguwoi quan ly can suy nghi thau tinh dat ly hon

la chi quyét dinh dya trén nhitng nguyén tac da co san.
Ong Minh Quang tirng néi véi bd phan nhan sy réng:
“Khi gap nhitng van dé can giai quyét, c6 sw can nhac
gitta quyén lgi cong ty va nhan vién thi b6 phan Nhan
si c6 quyén quyét dinh theo huwéng cé 1gi cho nhan
vién”.

Quan tri bang long nhan ai

Long nhan ai d6i v4i moi nguwoi la pham chat khong

thé thiéu, véi nguwdi lanh dao lai cang can thiét hon. ba
qua ro6i cai thoi ma viéc quan ly chi dya trén cac quy tac
cttng nhac va sy chuyén quyén cia ngudi lanh dao.

Mot nha quan ly biét lang nghe, cam théng va thé hién
st chan thanh trong tng x m@i cap dwdi thi méi mong
c6 dugc sy dong long ctia nhan vién.

Ong Lé Nguyén Minh Quang cho biét: “Moi doanh
nghiép déu can xay dung mot van hoa twong than tiwong
ai trong cong ty va nha lanh dao lu6n phai lam guong”.

Long nhan ai cia ngudi cap trén khong chi qua 10i n6i

http://tieulun.hopto.org



ma phdi dugc thé hién qua nhitng viéc lam, hanh déng

cu thé. Chang han nhu viéc cat giam nhan sy trong

giai doan kinh té khé khan khéng phai la “thwong sach”,

nhat 1a nhitng nhan vién c6 hoan canh gia dinh khé

khan. Thay vao dé, ngudi quan ly nén tim moi cach dé

tao nhiéu cong viéc hon cho cong nhan va dé dam bao

thu nhap cua nhan vieén.

Hau hét cac doanh nghiép thuwong to chirc cac hoat

dong tur thién tap thé thwong nién nham tang tinh doan
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két va khoi ddy long nhan ai trong nhan vién. Ban giam

doc Cong ty Bachy Soletanche con cé y twéng di tham

b6 me nhitng anh chi em 16n tudi trong cong ty. “Nhitng

chuyén di d6 khéng chi khién ban lanh dao va anh em

gan giii nhau hon ma nhan vién cting c6 dong luc dé

hét long v&i cong ty hon. Va khi nhan vién da tan tuy

v&i ban 1anh dao thi viéc diéu hanh nhan sy khong con

la bai toan khé”, 6ng Minh Quang két luan.

190 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
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HUMAN RESOURCE MANAGEMENT

WITH COMPASSION

LE NGUYEN MINH QUANG

“There are plenty of professional human resource
management techniques, though, to me, the most
effective way is to manage with an emotional sincere
and the caring way to share both benefits and profits
made by the company with employees”, Mr. Le Nguyen
Minh Quang, General Director, Bachy Soletanche
Vietnam, said.

The balance of benefits between managers and
employees

Humanity is the most precious resource of every
company. Therefore, one of the most crucial matters to
managers is to get the best out of this resource. However,
professional and efficient human resource management
should be in place in order for every worker in a team to
work with a shared mind. There are organizations which
practice human resource management with means of

analysis tools for decision-making and action-taking,
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others put their personnel in a real context (assess

192 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
specific employees to come up with suitable means of
management). Nevertheless, to Mr. Le Nguyen Minh
Quang, a construction company senior management
member of 20 years of experience, human resource
management is all about being sincere and caring for
employees.

Any decisions to be made regarding the employees’
benefits require a manager to thoroughly consider rather
than merely give established principles. “For those
issues to be reviewed that stand between the benefits

of a company and its staff, the HR department is entitled
to resolve them to the employees’ benefits”, Mr. Minh
Quang once stated to the human resources department.
Management with compassion

Kindness is an essential virtue of a man, indispensable
attribute of a manager. The time of management which
based on rigid rules and the dictatorship controlled

by the manager is over. The only way a manger who
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has the possibility to gain obedience from his or her
subordinates is to listen, be compassion and be fair and
sincere in treating them.

“Every enterprise should develop a business culture

of caring for each other and managers should lead by
example”. Mr. Le Nguyen Minh Quang suggested. The
sincerity of a superiors managers is best reflected in
certain actions and efforts, not just words. For instance
cutting personnel during a difficult economic situation is
indeed not the best policy, especially to those employees
with struggling family background. Instead, managers
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should make every possible effort to create more jobs
for workers and to maintain employees’ income.

Most companies usually organize annual collective
charity activities to enforce unity and inspire tenderness
among their staff. Bachy Soletanche Company’s
management has thought of the idea of visiting elder
company employees’ parents. “Those trips not only

close the gap between management and staff but

http://tieulun.hopto.org



also motivate our employees to demonstrate more

loyalty to the organization. And once staff decide to

dedicate themselves to management, human resource

management is not such a difficult matter anymore”, Mr.

Minh Quang concluded.

194 v Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization
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THAU PHU NHAN LUC - CON SONG

LON KHONG THE CUONG LAI

NGUYEN PUC HUNG

T viéc ap dung hé thong san xuat tinh gon (Lean)

va san xuat tic thoi (J.I.T), cac doanh nghiép nhanh

chéng nhan ra rang viéc t6i wu chi phi lao dong, tranh

lang phi nhan cong va tang nang lwc canh tranh mai la

diéu can chu trong; viéc duy tri cac dich vu khong phai la

chién lwgce cta cong ty khong chi gdy thém nhiéu phién

todi vé diéu hanh ma con tiéu ton chi phi khong nhé. Do

do, viéc thué ngoai dich vu (BPO - Business Process

Outsourcing) dugc xem la mot giai phap hitu hiéu giiap

doanh nghiép tap trung t6t hon cho cac linh vic kinh
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doanh cot 16i.

BPO la khai niém mo ta viéc st dung nha cung

cap chuyén nghiép bén ngoai thay vi tu trién khai cac
dich vu lién quan nhung khong trong yéu trong chuoi
gia tri cua doanh nghiép. Hinh thitc nay da hinh thanh

tir thap ky 50 ctia thé ky tredc nhung chi dwgc xem la
mot gidi phap chién luwgc trong kinh doanh tir nam 1989.
Vi sy phat trién cia mé hinh B2B, doanh nghiép khong
con cd phai sé hitu quy trinh kinh doanh ma wu tién hon
196 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
vao chién lwgc phat trién doi tac dé mang lai két qua
vugt bac hon. Hién nay BPO la mot trong nhitng nganh
cong nghiép phat trién nhanh chéng & nhiéu nuwéc trén
thé gigi nhu Trung Quadc, An Do, Phi-lip-pin...

Mai dén vai nam gan day, cac doanh nghiép Viét

Nam 16n md&i thye sy quan tam st dung dich vu thué
ngoai nhan lyc trong khi cadc doanh nghiép dau tw nuwdc
ngoai da sang tao ap dung tir nhitng nam dau thap

nién 90 nham muc dich t6i wu héa quy trinh hoat dong

ctia minh. Ho da thu huéng dwoc nhiéu 1gi ich trong
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cach lam nay nhuv sy linh dong vé mua vu, tranh sy
phttc tap vé quan hé lao dong, t6i wu chi phi trong san
xuat kinh doanh, quan ly tot dinh phi,...Trong khi do,
doanh nghiép trong nwéc loay hoay tw xi tat tan tat cac
cong doan cua hoat dong doanh nghiép. D6i vdi doanh
nghiép c6 von dau tw nwdc ngoai, mé hinh Doi tac Nhan
lwc (HRBP-Human Resource Business Partner) dang
trd thanh mot xu hwéng tat yéu va la mot cudc cach
mang trong ly thuyét quan ly nguén nhan lyc, cho ca
nhan lyc ndi bo cling nhw thué ngoai. Cu thé nhw, hiéu
qua cia HRBP dugc danh gia dya trén két qua thyc

t€ mang lai chit khong chi can ci trén khoi lwgng cong
viéc hay s6 nhan cong.

Lién quan dén dich vu thau phu nhan luwc, rat nhiéu
doanh nghiép Viét Nam da nhay bén tham gia thi treong
tl* rat sém va nay da tré thanh nhitng t6 chitc st dung
lao dong chuyen nghiép (P.E.O), chuyén cung tng giai
phap va phat trién t6i wu nang lwc quan ly lao dong dé
dap ng nhu cau ngay cang cao ctia doanh nghiép. M@

rong pham vi cia chudi gia tri, cam két vé két qua cudi
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cung, phi dich vu dugc tinh theo don gia trén ti'ng san
pham tao ra... da ching t6 cac cong ty dich vu thau phu
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nhan lyc trong nwéc da dap ¢ng kip thdi nhu cau BPO
nhw doi tac chién lwgc cua doanh nghiép.

Sy t0 mo luon nam & cho cong ty dich vu nay giai
quyét nhitng rai ro ma khach hang chuyén giao qua thé
nao dé vira dap ng nhu cau ctia ho ma vira dam bao

an toan cho ban than doanh nghiép minh. Vé nguyén
tac, mot nha cung cap dich vu khong thé khong tuan
tha luat phap lao dong ma ciing khong thé ép quyén lgi
nhan vién, nén chia khoa thanh cong la nang lyc sang
tao trong giai phap quan ly va van hanh, dinh bién nhan
su thong minh, diéu phoi nhan sy nhip nhang dé tan
dung léch pha thap diém cta khach hang khac nhau,
chuoi hoat dong hiéu qua tir tuyén dung-dao tao-danh
gia...

Véi hanh lang phéap ly ngay moi thuén 1gi hon cho

viéc thué ngoai nhan lyc va sy nhan thitc sau sac hon

vé 1gi ich cho doanh nghiép khi st dung BPO, dich vu
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nay chac chan sé nhu mot con séng 16n khong thé

cuong lai trén thi trvong lao dong Viét Nam trong nhitng

nam tdi day.

198 v Van hanh, t6i wu hoa hiéu qua/Operation, efficiency optimization
Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 199
HUMAN RESOURCE OUTSOURCING -

AN IRRESISTABLE WAVE

NGUYEN DUC HUNG

Through the application of Lean Manufacturing and

Just-In-Time (J.I.T), many companies immediately

recognize the importance of labor cost optimization,

avoidance of labor redundancies, and enhancement of

competitiveness; the retaining of non-strategic services

in a company causes not only operational trouble but

also considerable monetary waste. Therefore, BPO

- Business Process Outsourcing - is considered an

effective solution to help companies stay focused on

their core business areas.

BPO is the concept of using professional service by

external providers instead of doing oneself the relating
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but non-critical jobs in the corporate value chain. This
practice emerged in the 1950s, but only until 1989

did it become a business strategic solution. With the
evolution of B2B model, companies no longer strive

to possess all business processes but rather prioritize
partnership development strategy to bring about leaping
achievements. BPO is currently one of the fastest
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growing businesses in many countries around the world
such as China, India, and the Philippines...

Only up to recent years, Vietnamese enterprises begun

to utilize human resource outsourcing while foreign
invested ones went round applying from the early 1990s
in order to optimize their operational processes. Hence,
they have gained many benefits such as seasonal
flexibility, avoidance of the complicated labor relation,
optimized cost of operation, well fixed-cost management,
etc. In the meantime, domestic companies have been
struggling to solve all the jobs in their business. For

the former, the model of Human Resource Business
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Partner (HRBP) becomes an inevitable trend and is a
revolution of the theory of human resource management,
for both internal and external forces. In particular,

the performance of HRBP is assessed in practical
deliverables, not only workload or headcount.

In relation to human resource outsourcing, many
Vietnamese companies were sensitive enough to

join the market early to become current professional
employment organizations (P.E.O), offering solutions
and developing best-practice labor management to

meet clients’ higher and higher demands. Widening

the value chain, committing to the final results, pricing
on the unit price of the delivered products... prove that
human resource outsourcing companies have caught

up with the BPO requirements as strategic partners.

The curiosity lies in how these agencies can deal with
the risks transferred by clients to satisfy them and keep
the business safe as well. In principle, an agency can
Van hanh, toi wu hoa hiéu qua/Operation, efficiency optimization v 201

neither ignore the compliance to labor law nor cut down
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employees’ benefits, hence the key success factors are
its creativity in operation and management solutions,
smart labor planning, harmonic headcount rotation

to make use of the low season phases of different
clients, effective mechanism from recruitment-training-
performance management...

With more favorable legal passage for human resource
outsourcing and more comprehensive realization of the
benefits from BPO usage by enterprises, this service
will definitely be an irresistible wave in Vietnam labor
market in the coming years.

202 v Van hanh, t6i wu héa hiéu qua/Operation, efficiency optimization
CHUYEN GIAO,

KE THUA

TRANSFER,

SUCCESSION

204 v

Chuyén giao, ké thira/Transfer, succession

Chuyén giao, ké thira/Transfer, succession

v 205
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PHAT TRIEN NHA LANH PAO

PAUL BROWN

Lanh dao la bam sinh hay nho rén luyén?

Pa tir lau c6 mot cau hoi trong cac t6 chic rang

lanh dao l1a bam sinh hay do rén luyén. Lanh dao gioi la
nho té chat c6 san hay nho dugc trau doi?

Cau tra 10i rat don gian: do la sw két hop cta ca

hai.

Nhung cau trd 16i don gian nay an chira nhiéu s

phttc tap bdi vi lanh dao khong chi dwa vao tinh cach
ctia con ngwoi ma con vao nhitng hoan cénh cu thé.
Piéu hanh mot cong ty vao thoi diém 6n dinh va diéu
kién thi truong thuan 1gi hoan toan khac vai viéc diéu
hanh cong ty dang trai qua khung hoang khi thi treong
dang thay doi chéng mat. Dan dat mot cong ty nho cling
hoan toan khac dan dat mot cong ty 1én. Lanh dao cac
thanh vién trong gia dinh ciing rat khac véi viéc lam vira
long cac c6 déng. Mudn dwa mot cong ty gia dinh di 1én
v0i sy quan ly chuyén nghiép cia mot ngwoi lanh dao

khong phai la thanh vién gia dinh doi hoéi rat nhiéu &
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tai 1anh dao. Piéu nay cling twong tu trong viéc lap ké
hoach chuyén giao mot cong ty gia dinh cho thé hé sau
ma khong c6 tiép tuc nam quyeén va ho trg thé hé ke tiép
pham 16i cling nhw huwéng thu sy thanh cong.

206 v

Chuyén giao, ké thira/Transfer, succession

Nha lanh dao gioi khéng bao gio nan long. Sy bén

chi xuat phat mot phan ttr di truyén, mot phan la nho
kinh nghiém séng ma nén. Co6 1é quan trong hon n6 xuat
phat tr tinh cach cua nhitng vi sép dau tién.

Cha me co6 thé la nhitng nguoi quan trong nhat

Cha me la nhitng vi sép dau tién cta ching ta.

Cach ndo ching ta lam viéc hinh thanh nén cai ca nhan
doc nhat cua ta, diéu nay la nho cach ching ta dugc
nuoi day. Me cho ta hinh hai dé song va cach nguon
nang lwvong trong ndo chdy vao co thé. Cha cting c6 va
tang cvong nhitng gi me da lam.

Dbiéu nay c6 hoi khac gitta con trai va con géi. Con

gai 16n 1én thanh phu nit, giong nhw me da sinh ra c6.

Me va hinh mau nguwdi 16n 1a mét. Con trai 16n 1én thanh
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nam gidi, khac han ngudi da sinh ra minh. Con trai phai
lay hinh mau tir cha va/hodc nhitng ngwoi dan 6ng khac
quanh minh.

C6 hai kiéu lam cha me cé nhitng anh hvdng 16n

trong viéc hinh thanh nhitng ngudi 16n — va nhitng nha
lanh dao tiém nang. Kiéu thi nhat 1a gan bo an toan.
Kiéu thit hai 1a gan b6 khéng an toan. Va c6 hai loai
trong gan bo khong an toan. Loai thit nhat la tranh né -
khong an toan. Loai thit hai la lo lang — khong an toan.
Vi vay, tong cong c6 ba loai lam cha me c6 thé tao ra
nhitng kiéu tré em khac nhau véi nhitng anh huéng
theo ta suot doi.

Tré em trong nhom an toan dé thiét 1ap quan hé,

ngay cang tin vao nhitng quyét dinh ctia minh khi 16n
1én, dé ra quyét dinh va tiép can cudc séng theo cach
kham pha va phat hién

Chuyén giao, ké thira/Transfer, succession

v 207

Tré em tranh né — khong an toan thay rat kho hoa

dong vao mot nhom, kho tin vao ngudi khac hodc kho
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giup do ngwoi khac. Nhiéu tré em kiéu nay thdy thoai
mai khi choi vi tinh hon la choi v6i ban be.

Tré em lo lang - khong an toan dwgc nudi dudng

trong moi truong khong nhat quan. Tam trang cta cha
me khién cudc song ctia cac em tré nén kho lwong truée
va dira tré khong biét lam sao dé vira long cha me. Cha
me ma lic yéu, lic cau khong lién quan gi dén viéc dira
tré dang lam ltic d6 khién cho em luén cam thay bat an.
Mot ngwoi tré thanh nha lanh dao c6 thé trdi qua

mot trong ba kiéu nu6i dudng nay nhirng moi kiéu tao
nén mot kiéu lanh dao hoan toan khac nhau. Kiéu thi
nhat — gan bo an toan — tin vao ngudi khac, vui mirng
khi thay nguwoi khac thanh cong va sé xay dyng mot doi
ngii tot néu da cé nhitng k¥ nang lanh dao.

Pr7a tré tranh né — khong an toan ciing c6 thé tinh

cO trd thanh 1anh dao nhung khong c6 nhitng ky nang
giao tiép dé thuc day ngwoi khac lam viéc that tot. Mot
nhan vién ky thuat thudc bat cit Iinh virc nao — ky su,
ludt, cong nghé thong tin, y hoc — c6 thé dugc dé bat

len mot vi tri lanh dao nho vao thanh cong trong linh
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vure cia ho nhung lai thay that kho khi phai hiéu nhitng
ngudoi khac, 1ap moi quan hé véi ho va thic day ho lam
viéc t6t nhat. Mot nha phau thuat kiéu nay c6 thé thich
phau thudt cho mot ngudi bat tinh hon la néi chuyén véi
ho hang cta ngudi dé vé nguy co ngudi than cia ho

sap qua doi. M6t nhan viéen CNTT hodc giam doc dy an
cong trinh mudn dwa ra nhitng giai phap ky thuat — mot
phan mém méi, mot bién phap kiém tra Iuu lwgng cong
viéc — hon la thao luan cac kha nang vGi nguoi khac va
khuyén khich ho cung nhau tim ra cau tré 10i dung.

208 v
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Nguoi lo lang - khong an toan hiém khi tré thanh

lanh dao mac du ho rat giéi trong linh vyc ky thuat cua
minh va dugc nguoi khac danh gia la thanh cong. Pac
biét, ho mudn lam vira long ngwdi khac va luon lo lang la
moi viéc sé hw hong va sé bi khién trach. Bwong nhién,
diéu nay ciling c6 thé tao dong lwc dé ho tré nén toan
dién hodc luén kiém tra xem moi viéc da dung chwa.

Nhitng ngudi nay c6 thé lam viéc rat tot trong nhitng
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nganh dich vu nhu khach san hay y ta trong bénh vién.
Vi sy tredng thanh va tu tin ho cé thé 1én dén vi tri
quan ly chung va rat cha trong t&i khach hang. Nhung
thwong thi ho gioi lam nhitng vi tri ¢ hau treong hon,
chang han nhuw — nha bép hay hanh chinh ctia khach
san. Hodc tré thanh giam déc ky thuat ctia cong ty
CNTT hon la gidam doc thwong mai.

Vi thé nguodi ta cé nhitng kiéu tiém nang lanh dao

va phong cach lanh dao khac nhau dva trén kiéu va

thé manh trong thgi ky phat trién Itic nho tudi (tré nho/
thiéu nhi/thiéu nién). Nao con ngudi dugc t6 chirc mot
cach hop 1y cho dén tudi hai bon, va du cho nao cé thé
thay do6i nhiéu sau thoi diém d6, ndo c6 thé dé dang
sap xép trong khi phat trién hon la sau khi da tredng
thanh. Bat dau lanh dao ttr tu6i 16 khong phai la qua
sdm. Nhitng xa hoi khuyén khich sy phat trién nay nhw
mot qua trinh ty nhién cta viéc phat trién xa hdi va hoc
thuat thwdng co sitc canh tranh cao trén thé gigi. Cac
cong ty xay dung kha nang lanh dao ngay twr nhitng

giai doan dau cta qua trinh phat trién ky nang nghé
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nghiép tao nén nhitng nén tang lau dai vitng chac cho
viéc 16n manh ctia doanh nghiép.

Chuyén giao, ké thira/Transfer, succession
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Cac giai doan phat trién nang lwc lanh dao

William Torbert ¢ Pai hoc Boston, Hoa Ky da dua

ra mot mo hinh rat hitu ich cho viéc phat trién nang

lre 1anh dao. Ong mé ta cac giai doan phat trién ma
mot nha lanh dao phai trai qua, thé manh ctia moi giai
doan va nhitng cho ho c6 thé bi mac ket, dong thoi néu
su khac nhau gitta 1anh dao theo chiéu doc va chiéu
ngang. 1

Lanh dao theo chiéu ngang va chiéu doc néu

rang, trong mot thé gigi thay déi nhanh chong, nha lanh
dao phai c6 kha nang chiu trach nhiém cho nhiéu diéu
xay ra trén thi truong va trong gidi chinh tri c6 tac dong
dén thi tredng, noi ma ho khong thé nao kiém soat
nhwng lai anh hwdéng dén doanh nghiép ctia ho vé moi
mat.2 Nha lanh dao phai nhin ra ngoai, nhin 1én trén

va ra hai bén va sau d6 nhin vao noi bo to chitc caa
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minh. P4y la lanh dao theo chiéu doc. Biéu nay can

thiét & nhitng cap cao nhat nhung can phai duwgc vun

dap t sém & nha lanh dao tiém nang dé né tré thanh

théi quen trong suy nghi nham dwong dau véi mét thi

treong toan cau ludén thay doéi chéng mat. Lanh dao theo

chiéu ngang la diéu ching ta thwong nghi vé lanh dao —

quan ly nhitng ngudi xung quanh va cap dwdi, dan dat

toan doi va danh thoi gian suy nghi thau ddo. Ngay nay

nha lanh dao giéi van phai biét lanh dao ca chiéu ngang

va chiéu doc.

1. http://www.williamrtorbert.com/

2. Quyén sach vira dwgc xuat ban nam 2015 ¢6 twa tam dich Nhitng
thoi quen don gian cho thoi dai phite tap ( Simple Habits for Complex
Times) cua tac gia Jennifer Garvey Berger. Hidy mua sach ngay khi
no6 duwgc xuat ban.
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Chin giai doan phat trién kha nang lanh dao ma

Torbert mo ta phu hgp v@i cach ching ta trudng thanh

tir Iic con tdm bé, thong qua gido duc va thanh cong.
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Nhwng moi tinh cach cé thé thé hién trong nhitng nha
lanh dao.

Tinh cach dau tién la sy boc dong, ludn thay doi

va muon moi viéc dién ra nhanh chéng. Nhitng nguoi
nhw vay thuong bat dau dugc nhung lai kho két thic.
Mot s6 doanh nghiép giong nhu thé. Néu ho thué nguoi
gidi sap xép lai nhitng gi ho bat dau, ho cé thé rat thanh
cong. Nhung dé theo chan ho thi rat khoé.

Thit hai la nhitng nguoi co héi. Nguoi nay co thé 1a
mot nha quan ly, nhung thwong thiéu nang luc 16i kéo
moi ngwoi tham gia vi diéu quan tam dau tién cta ho la
thu dugc cai gi cho ban than.

Thtt ba la nguoi ngogi giao. Loai ngudi nay thuong
gioi thuvong lugng hodc ban hang, biét nguwdi khac dang
nghi gi va cam thay gi nhwng thwong cé quan diém ca
nhan qua manh mé.

Thit tv la nguoi trd thanh chuyén gia ky thudt va

duwgc nguwoi khac danh gia cao vé kién thirc — ki thuat
vién, thg co khi, ké toan, luat sw, dau bép, vv.

Thit tw la chuyén gia va thanh dat, la nguoi luon
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lam t6t moi viéc. Nhitng nguwdi khac, vi du nhw khach
hang va dac biét la sép, danh gia cao loai ngudi nay.
Nhung lai c6 mét nguy hiém chét nguwdi & chinh diém
nay. Thuong thi mot chuyén gia rat ty tin vi nhitng gi

ho lam, va vi thé t6 chitc nghi rang ho tu tin trong moi
viéc va can nhac ho lam lanh dao. Nhung ngudi nay

c6 thé thiéu nhitng k¥ nang vé con ngudi dé trd thanh
mot lanh dao gioi. Tham chi quan trong hon, khi mot
Chuyén giao, ké thira/Transfer, succession
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chuyén gia dang c6 gang lam cho moi viéc ro rang va
chac chan, nha lanh dao phai d6i pho6 véi nhitng diéu
khong ro rang va khong chac chan. Biéu nay yéu cau
con nguoi phai tu tin khong chi vao kién thitc ctia minh
ma la vao ban than ho.

Vi thé giai doan nam la tré thanh mot nguoi theo

chti nghia cd nhan - ngudi biét tin vao cach lam cua riéng
minh khi gidi quyét nhitng diéu khong chac chan. C6 thé
kha la Iam va bat an cho ngwoi da tirng tin vao kién thirc

cua minh phai roi bo con ngwoi do trong qua trinh phat
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trién cia minh va tim mot con ngwdi méi bén trong cé
nhitng ditc tinh nhw sy can ddm, kha nang két noi va
truyén cam hitng cho ngudi khac, biét cach tim va st
dung nhitng ngudi tai va truyén cdm hitng cho ho hanh
dong. Nguwoi nay bat dau nhan thay rang sé that phan
khich khi dvgc nguoi khac tin twdng nhung hoan toan
theo cach khac vdi chuyén gia kién thitc.

Ngudi nay co thé tré thanh mot nha chién lvgc

thue thu - nguwoi biét cach sit dung cac nguon lyc ctia
t0 chic tir tat ca cac phong ban dé dat dwgc nhitng
muc tiéu chién lwgc va hanh dong da dugc thong nhat.
Loai ngudi nay co thé nhin toan canh va chi tiét khi can.
C6 hai giai doan cu6i cung. D6 la Nha do thudt va
Qudn sv. Ho déu la hang hiém. Nha 4o thuat dwong
nhw c6 thé thay va lam nhitng diéu nguoi khac khong
thé lam, dac biét béi vi ngudi dé co thé tién doan duoc
nhitng dau hiéu tr rat xa. Steve Jobs ctia hang Apple
c6 nhitng t6 chat cua nha 4o thuat. Quadn su khong tryc
tiép 1anh dao. Ho chi duwong cho nhitng nguwai khac.

Tat ca nhitng giai doan nay c6 thé dugc day va
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dao tao trong qua trinh phat trién lanh dao mac du hai
212 v
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giai doan cudi thwong can nhiéu kinh nghiém dé tao
1ap. Nhung dé trg thanh lanh dao mat nhiéu thdi gian
va cong sitc; ké ca co hoi pham 16i va rut kinh nghiém.
Trd thanh nha lanh dao gioi la no luc cua ca doi nguoi
va nha lanh dao tai ba lu6n biét rang nha lanh dao thuyc
thu phai biét lam cho nhitng ngudi bén dwdi minh ciing
phai gioi.

Boi dap nang luc cho cap duéi

Nguoi ta c6 thé trd thanh nha quan 1y khi dwoc

giao mot cong viéc. Nguwoi ta chi c6 thé tré thanh nha
lanh dao khi b6i dap cac k§ nang va thé manh bén trong
va dé cho nhitng nguwdi khac nhan thdy qua viéc tao
nén nhitng moi quan hé hiéu qua. Nang luc quan trong
nhat nha lanh dao phai cé la tin vao ban than va c6 thé
truyén dat niém tin 4y cho ngudi khac ngay ca khi ban
than nha lanh dao cdm thay nghi ngd. Nguoi duge nuobi

dwong trong moi truong khong an toan thay kho cé long
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tin: nhwng dé 1a tin hiéu xa hoi truyén di gitta nguoi va
nguoi va cung co tat ca nhitng dac tinh ma nha lanh

dao can c6. Néu khong cé niém tin, nhitng ngwoi cap
dwéi sé khong cong hién toan bd stic lvc cho nha lanh
dao. Ho can giir lai dé cho minh. C6 niém tin, sttc Iyc c6
thé tuon trao dé dat dwgc nhitng muc tiéu chién lwgc va
hanh dong cta t6 chitc.

Chuyén giao, ké thira/Transfer, succession
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DEVELOPING LEADERS

PAUL BROWN

Are leaders born or made?

There is a long-standing question in organizations as to
whether leaders are born or made. Is it nature or nurture
that makes a good leader?

There is one very simple answer. It is “both”.

But a simple answer hides a lot of complexity, because
leadership depends not just on the qualities of the person
but on the circumstances at the time. Running a company

in times of stability and favorable market conditions
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is very different from running a company that is going
through crisis in fast changing market circumstances.
Leading a small company is very different from leading
a large one. Being the leader to members of a family is
very different from having to satisfy shareholders. Trying
to take a family company into the stage of development
where it becomes professionally managed with a non-
family person as leader makes very particular demands
on leadership. So does making a good plan for handing
over a family company to the next generation, not trying
to stay in control, and supporting the next generation

in making their own mistakes as well as enjoying their
successes.

214 v
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Good leaders have to be resilient. That resilience comes
in part from the genes they were born with; in part from
how life experience shapes the way the genes work.
Perhaps even more importantly, it comes from what the

first bosses were like.
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The first bosses may be the most important of all
Parents are the first bosses we ever have. The way our
brains work, making us the unique individuals that we
are, is created by the way we are brought up. Mothers
give both physical life and the way that energy in the
brain will flow to the body. Fathers strengthen and
reinforce what the mother does.

These patterns are somewhat different for boys and
girls. A girl grows up to be a woman, like the mother
who gave her life. The mother and adult model are the
same. A boy grows up to be a man, un like the person
who gave him life. A boy has to model himself on his
father and/or other men around him.

There are two different kinds of parenting that seem to
have very big implications for what kind of grown-ups
— and so potential leaders - any of us will become. The
first is called secure attachment. The second is called
insecure attachment. And there are two types of insecure
attachment. The first is insecure-avoiding. The second is

insecure-anxious. So altogether there are three kinds of
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parenting style that create different kinds of children with
effects that carry on all through life.

Secure children make relationships easily, increasingly
trust their own judgment as they grow up, can make
Chuyén giao, ké thira/Transfer, succession
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up their own minds, and approach life as something to
explore and discover.

Insecure-avoidant children find it difficult to belong, to

be part of a team, to trust others, or to help others. Many
such children now find comfort in playing with computers
rather than interacting with friends.

Insecure-anxious children have been brought up
inconsistently. The moods of parents have made life for

a child unpredictable, with the child not being certain how
to please or satisfy parents. A parent who is sometimes
loving, sometimes angry, but with neither related to what
the child is actually doing at the time, makes a child feel
continuously uncertain.

A person who becomes a leader may have had any one
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of these three types of upbringing, but each type creates

a very different kind of leader. The first type — secure
attachment — believes in other people, will trust them,
enjoys their success, and as a leader will create good

teams if leadership skills have been developed.

The insecure-avoidant child may well become a leader
accidentally but without the interpersonal skills to get the
best out of people. A very good technical person in any field
— engineering, the law, IT, medicine, for instance — may
find themselves being put into a leadership role because

of success as an expert but then finds understanding

other people, relating to them and getting the best out of
them very difficult indeed. A surgeon with this kind of style
may be much happier with someone unconscious on the
operating table than talking to relatives about the risk of

a loved-one’s death. An IT person or engineering project
216 v
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manager goes for technical solutions — a new piece of

software, a new way of checking work flow — rather than
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discussing options with people and getting them to find
the right answer together.

The insecure-anxious person will rarely become a
leader, though may become technically very capable in
their own field and be seen as successful by others. He
or she will especially want to please other people, and
is always concerned that something may go wrong or be
done wrongly in such a way that it will attract criticism.
This may, of course, create a drive for excellence, or
checking that everything is correct and not out of place.
Such a person might do very well in service industries,
like hotels or nursing in a hospital. With maturity and
increasing confidence they might occasionally move
into general management and be customer-focused.

But they are usually better in background roles, like the
house-keeping or kitchen or administrative aspects of

a hotel, or being a technical director of an IT firm rather
than commercial director.

So people have very different kinds of leadership

potential and leadership style depending on the type
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and strength of their early (infant/childhood/adolescent)
development. Any person’s brain is reasonably
organized by about the age of twenty-four: and though
it can change quite substantially after that it is easier to
get the brain organized while it is still developing rather
than once it is mature. Starting leadership development
from the age of sixteen is not too early. Societies that
encourage such development as a natural part of social
and academic expectation tend to get a competitive edge
Chuyén giao, ké thira/Transfer, succession
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in the world. Firms that build in leadership development
from the first stages of vocational skills development
are creating the best long-term foundations for the
development of the business.

The stages of leadership development

A very useful framework for thinking about leadership
development comes from William Torbert at Boston
College in the USA. He describes the stages of

development a leader has to go through, the strengths
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of each stage and where someone might get stuck;

and also the difference between vertical and horizontal
leadership.1

Horizontal and vertical leadership describe the fact
that, in a rapidly changing world, a leader has to be

able to take account of an enormous number of things
happening in the market place, and in the political world
that affects the market place, and over which he or she
has almost no control but which will affect the positioning
of the business in all sorts of ways.2 The leader has

to be looking outwards, upwards and sideways and

then also downwards into the organization. This is
vertical leadership. It is needed at the highest levels

but needs developing early on in potential leaders so

that it becomes a habit of thought for the fast-changing
global market place. Horizontal leadership is what we
have always thought leadership is about — managing

1. http://www.williamrtorbert.com/

2. There is a new book appearing in 2015 called Simple Habits

for Complex Times by Jennifer Garvey Berger. Get it when it is
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published.
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sideways and downwards, leading teams, and having
time to think things through. Good leaders need to be
both vertical and horizontal these days.

The nine stages of leadership development that Torbert
describes fit closely into the way we develop as human
beings from infancy, through education and into being
successful. But each characteristic can be seen in

adults who are leaders.

The first is someone who is impulsive, always changing
their mind and wanting things to happen very fast.

Such people can often start things but be very poor at
finishing them. Some entrepreneurs are like this. If they
hire good people to sort out the things they start such
entrepreneurs can sometimes be very successful. But
they are not easy people to follow.

The second is someone who is opportunistic. This

person can also be an entrepreneur, but tends to
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lack the capacity to really keep other people properly
involved as his or her first interest is what he or she can
get for themselves.

The third is the diplomatic person. This kind of person
often makes a good negotiator or sales person, being
aware of what others are thinking and feeling but
keeping their own position strong too.

The fourth is someone who becomes a technical expert
and is valued for the knowledge they have — a technician,
mechanic, accountant, lawyer, cook, and so on.

The fourth is an expert and achiever, which is someone
Chuyén giao, ké thira/Transfer, succession
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who is doing very well. Other people, such as clients
and especially bosses, value such a person. But there

is a special danger at this point. Very often an expert
achiever is confident in what they do so an organization
thinks that that person is confident in everything and
puts that person into being a leader. But the person

may not have the people skills to become a good leader.
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Even more importantly, while an expert deals with trying
to make things clear and certain, a leader has to deal
with things that are not clear and very uncertain. This
requires the person to become confident not just in their
knowledge but in themselves.

So the fifth stage is becoming an individualist— someone
who trusts their own way of doing things even when
dealing with uncertainties. It can be very strange and
unsettling for a person who trusted their knowledge to
have to leave that person behind in their development
and find a new person inside who has the qualities of
courage, capacity to connect with and inspire others,
knows how to find and use clever people, and can inspire
them into action. This person begins to find that being
trusted by others is very exciting, but quite different from
being a knowledge expert.

This person can then become a real strategist — the
person who knows how to use the resources of the
organization across all departments to achieve the

strategic and operational objectives that have been
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agreed. This kind of person can look at the big picture
but also see the detail where necessary.

There are two final stages. They are called the magician
and the Guru. They are both quite rare. The magician
220 v
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seems to be able to see and do things that others can’t,
especially because such a person seems to be able to
read signals from a very long way off. Steve Jobs of
Apple had the magician’s qualities. Gurus don’t really
lead actively. They point the way for others.

All these stages can be taught and trained in the
development of leaders, though the later two stages
usually need a great deal of experience upon which to
build. But becoming a leader takes time as well as effort;
and the opportunity not only to make mistakes but to
learn from them too. Becoming a good leader is a life-
time’s endeavor, and the good leader always knows that
it is making the people beneath him or her good as well

that makes the leader strong.

http://tieulun.hopto.org



Building followership capacity

Becoming a manager can happen by being appointed to
a job. Becoming a leader can only happen by growing
the skills and strengths of a leader inside and then
letting other people experience them through creating
effective relationships. The most important capacity a
leader can have is to trust him- or her-self and be able
to convey that trust to others even when he or she, the
leader, is in doubt. The insecurely-brought-up person
finds trust difficult: but it is the most important social
signal that passes between people and underpins all the
qualities that a leader might need to have. Without trust,
followers will not give all their energies to a leader. They
need to keep some in reserve to look after themselves.
With trust, energy can flow outwards into achieving the
organization’s strategic and operational goals.

Chuyén giao, ké thira/Transfer, succession
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GIA TAI PE LAI

PHAM THI MY LE
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Co 1€ sau 20 nam ké tir khi c6 Luat doanh nghiép,

viéc chuyén giao va ké thira tré nén la mot van dé duogc
thao luan nhiéu trong ndi bo cac cong ty lan tai cac ban
nhau bagi khong it doanh nghiép tw nhan nho ngay ay,
gi® da tré thanh nhitng tap doan hang dau tai Viét Nam,
bi lung tung vdi thach thirc nay. Theo quan sat cac cugc
thao luan cua nguwoi viét thi thy cé ba y chinh: nguoi
ké thtra, sy khac biét vé phong cach quan ly, hé thong
quan ly.

Nguoi ké thira luon la diém khéi dau cta cau

chuyén. Ngudi ta quan tam viéc chuyén giao quyén lyc
nay c6 dugc thye hién ding trong thuc té€ khong hay

chi la thu tuc van ban ma thoi. RO rang la khong c6 thyc
quyeén thi ngwdi méi khé mang lai két qua mong muén
@ vi tri va trach nhiém md&i va to chire thi mat sirc bat va
thiéu han sy d6i méi. Do vay, nguoi tién nhiém cé tam
theo y kién riéng ctia ngudi viét phai la ngudi khai dong
st chuyén giao va ké thira ngay ttr thoi gian dau nhan
viéc. Du chwa c6 &ng vién phu hogp hodc dang phai doi

dau vai nhiéu van dé khac nhau thi ngwdi tién nhiém
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cling phai tao ra nhitng vach ngan ro rang vé vai tro cta
ban than, lam tién dé cho ké hoach ké nhiém.

222 v
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Nhan tai hat giong thi khong thiéu nhwng nguoi

tam huyét thi phai cé thoi gian dé dao tao, thong thuong
it nhat mat hai nam cho vi tri ditng dau doanh nghiép
va 01 nam cho vi tri ké can ho. M6t quan ly tuyén md&i
tlr bén ngoai vao cé thé hiéu twong tan va tham gia xi
1y nhitng van dé chuyén mon va ky thuat trong khoang
3 thang nhung dé thuc sy hi nhap vé van héa doanh
nghiép va gia tri tinh than it nhat cling phai mat 6 thang.
Vay nén cang phéi chuan bi sém.

C6 1€ nhiéu nguoi tien nhiém khong chon dugc

nguoi thira ké vi ho cau toan qua va doi hoi mot nguoi
ndi gét phai mwoi phan ven muwdi ma thuwong kho cé
san trong thi trudng. Vay nén nguwadi viét cho rang nén
chon nhan sy ¢6 nang luc va ky nang twong ho lan

nhau va c6 thé rong tay mot chit v6i nhitng yéu cau

thudc loai khong bat budc (nice to have). Ttr d6 c6 10
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trinh b6i dudng va cho tng vién tré ké nhiém co hoi trai
nghiém ca thanh cong lan that bai trong cong viéc can
ké v&i nhiém vu mdi trong twong lai. Quan diém nguoi
viét thi & cac vi tri quan ly, sy phu hgp van héa doanh
nghiép va gia tri song phai dugc liét vao dang triét budc
(must have). Bén canh do6, viéc khuyén khich sy phan
bién mang tinh xay dung va triét tiéu cac tro chinh tri
(power game) trong doanh nghiép ngay khi qui hoach
nhan su sé gitp doanh nghiép tiét kiém dwgc mot nang
lwgng vo cung to 16n.

Tai L&A, ching t6i dung EDISC - mot cong cu hitu
hiéu cta thé gidi da dwgc ban dia hoa dé trac nghiém
xu hwéng hanh vi va tinh cach tirng ca nhan va cho ra
nhitng bao cao hitu ich, c6 tinh *‘ng dung cao - trong
viéc qui hoach quén ly va lanh dao coéng ty dé c6 sw
twong ho cho nhau, phu hgp ban chét vi tri cong viéc
Chuyén giao, ké thira/Transfer, succession
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va khdp véi dinh hwéng van héa va chién luge cong ty.

Su canh gidc cling khong thtra vi ban than nguoi viét
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da thay nhiéu treong hgp cha truyén con néi nhung
phong cach quan ly hién dai ma ngwdi ké nhiém ap
dung khong nhitng khong phat huy dwoc tac dung ma
con lam cho cong ty cta ho tray trat hon vi sy thiéu san
sang cda con nguwoi va hé thong dang co.

Kinh nghiém ban than ngudi viét 1a hé thong quan

1y quan tri dwgce lam chdt va min sé géop mot phan khong
nhé va cuc ky quan trong trong viéc chuyén giao va ké
nhiém mot cach mwgt ma. Néu qui trinh duge lam sach
gon, co s kiém tra chéo, vdi cac chi tiéu co thé do
dwgc dé dang, huwéng theo muc tiéu chién lwgc thi sé
tao sw nhip nhang ma khong hé rac r6i nhw phan bién
cua nhitng ngudi theo treong phai quan ly thuan tién.
Puong nhién, nguwdi tién nhiém cling phai phat biéu rd
dugc thé nao la mirc thanh céng dat yéu cau ma cong
ty hay ban than mong muon, thwéc do cu thé la gi...
Ciing nén lang nghe va thang than thao luan véi

nguoi ké nhiém ngay tir khi ho con chwa quen viéc dé
biét ma tinh chinh hoac c6 giai phap huwéng dan phu

hop; tranh tinh trang duy y chi, hé thong i ach, thiéu tinh

http://tieulun.hopto.org



cdi tién va sang tao vi lam 1au thanh théi quen. VGi Ban
giam doc cta doanh nghiép, ho la nguwdi tham gia trurc
tiép vao viéc thiét ké va nang cap cai tién hé thong quan
1y nén viéc gwong mau tuan thu c6 1€ la viéc duong
nhién dé c6 két qua toi wu trong diéu hanh. Tuy nhién,
truyén thong va dat dugc sy tuan tha cta ho vGi hé
thong van ban quan tri doanh nghiép nhw Diéu 1€ va cac
Qui ché tr H6i dong Quan tri cling mat mot thoi gian.
Co thé viéc danh thoi gian va tién bac cho qui hoach

ké thtra, 1ap qui trinh va hé thng quén ly quan tri bai
224 v

Chuyén giao, ké thira/Transfer, succession

ban dé dam bao qui chuan vé van hanh va chat lugng...
vao mot vai giai doan cua doanh nghiép chwa that bic
xuc vi trong tam dang dat ¢ viéc khac. Tuy nhién, nguoi
viét luon tam niém céng ty la treong tén, ca nhan la hitu
han. Do vay, day la nhitng khoan dau tw ma ching toi
ludn dat 1én hang dau va cam thay tu hao vi da gitp tao
“cdi n6i Thach Sanh” dé chita sy tang trudng néng lién

tuc nhiéu nam cho L&A va dat dugc sy danh gia cao
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cta khach hang va doi tac.
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LEGACY TO LEAVE

PHAM THI MY LE

Twenty years since the Enterprise Law was put into
force, transfer and succession has now become a very
hot topic. The current leading enterprises in Vietnam,
are still puzzled with this challenge. From the author’s
observation of those discussions, there are 3 key

points that determine the success of a succession

plan: successors, difference in management style and
management system.

Assuming capable succession can be found, the issue is
whether the power transfer has been executed with good
intention or just a window dressing exercise? It is clear
that without real power and authority transferred, talented
successors can hardly deliver expected business results
in their new positions and duties. Therefore, a kind-

hearted predecessor should start transferring authority
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and responsibilities. In case potential candidate yet to
be identified, one needs to clearly compartmentalize
among their own roles and responsibilities in advance,
as a preparation for succession plan.

Assuming capable succession can be found, the issue
needs to be gradually (as early on as possible) solved
226 v
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with succession candidates. However a highly potential
candidate typically needs a good two year to get ready
for a corporate leading position or one year for a down-
line level. A manager newly recruited from outside
needs around 3 months to master and do the technical
and professional jobs but he needs at least 6 months to
be really integrated into corporate culture and spiritual
values. Therefore, succession needs preparing as soon
as possible.

In many cases, predecessors fail to choose a successor
because they demand perfection. It may be more realistic

to set priorities with the “must have” conditions and go
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easy on the less relevant. Then, the young successors
should be given a coaching and training route map and
opportunities to experience both success and failure in
the jobs adjacent to the duty to come. In my opinion,
for managerial positions, corporate culture fit and social
value orientation must-have. A healthy business culture
and constructive challenges could help nuture potential
candidates for future.

At L&A, we are using localized Extended DISC - a
world class powerful tool to test individual behavior
and character and rely on its exported valuable and
applicable reports to define the synergy of management
members and the matching to the job, to corporate
culture and company strategies. The author has known
many father-to-son succession cases where modern
management style applied by the successors does not
only prove ineffective but also creates more difficulties
to the companies due to the current human resources
not being ready and demand of the new boss.

Chuyén giao, ké thira/Transfer, succession
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From my own experience, a logical and well-structured
management system will play a big and important role
in a smooth transfer and succession process. It brings
about optimal operation with lean processes, cross check
and measureable indicators aligning to the strategy. Of
course, the predecessor needs to clearly articulate the
specific demands and the levels of success expected.

It is a good idea to listen and discuss straightforward
with successors from the fresh days in their new jobs

to adjust or to have suitable solutions of the successor,
to avoid subjective thinking, and poor communication.
For the Board of Management who directly involve in
designing and improving the management system, their
compliance will set good examples. However, it often
takes a period of time to communicate and acquire their
abiding by all the corporate governance documents
issued by Board of Directors such as the charter and
board regulation.

Spending time and money in succession planning,
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establishment of governance and management system
to ensure operational quality and efficiency... may not
seem so pressing when all is going well. But it may
mean the survival of the business in the long run. This
is what the author always bears in mind to ensure that
the business can always self-adjust, adapt and grow
without depending on anyone individual.

228 v
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DOANH NGHIEP

“CHA TRUYEN CON NOI”:

KHONG PON GIAN(1)

TRAN SI CHUONG

Cha me ¢ ddu ciing vay, muén dé lai sw nghiép cho
con, nhung thuc té doi khi khong hé suén sé. Theo 6ng
Tran St Chuwong, Pho chu tich Cong ty Le & Associates
chuyén cung ttng cdc gidi phdp nguon nhan lyc co tru

so chinh tai Tp.H6 Chi Minh, cé6 thé la do quan niém xa
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héi, kinh doanh ctia cha me khdc con cdi, nhung phan
I6n la vi thuc té c6 nhiéu phtic tap trong viéc thuc hién
y nguyén cua cdc bdc lam cha me.

Doanh nghiép gia dinh la mot hinh thitc cong ty,

trong d6 mot s6 nguwdi than thudc co lién hé gia dinh
nam quyén cha dong trong cac hoat dong ctia doanh
nghiép. Hinh thitc nay pho bién véi nhiéu ly do dé hiéu:
chu doanh nghiép muén c6 quyén kiém soat cao, co6

bi quyét trong san xuat, kinh doanh, khong tin nguoi
ngoai, muon td chitc quan ly hé thong kinh doanh & quy
mo va mitc do tu kiém soat duoc.

(1) Bai viét dugc thue hién bai Dién dan kinh té Viét Nam va dang trén
http://vef.vn

230 v
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Doanh nghiép gia dinh thuwong phd bién ¢ nhitng

noi ma moi treong kinh doanh chwa dugce chuan hoa,
con nhiéu rui ro, chu doanh nghiép nghi rang ho can cé
su kiém soat tuyét déi va tinh uyén chuyén cao dé doi

pho vai rui ro kinh doanh. Khi doanh nghiép da truéng
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thanh, mot s6 cht doanh nghiép van cha trvong hoat
dong theo tinh cach gia dinh dé r6i “cha truyén con n6i”.
Bét ctt doanh nhan nao ty tao dwgc doanh nghiép

ctia minh, sau khi thanh dat déu nghi dén chuyén giao
tai san, sy nghiép lai cho ai, v6i muc dich gi. Cau tra 16i
tw nhién nhat la dé lai cho con chau hoac ngwoi than dé
bdo dam cho ho mot con dwong lam an va cudc song
sung tuc.

Su chuyén nhugng tai sdn, sw nghiép la chuyén

nhwong cai “quyén” (tat nhién vai ca trach nhiém di
kem) va cai “1gi”, dugc thye hién theo cac hinh thirc
sau:

(1) Chuyén ca “lgi” va “quyén” cha dong tuyét doi
bang cach truc tiép quan ly hoat dong cia cong

ty.

(2) Chuyén “lgi” va mét s6 “quyén” twong doi qua

sy dai dién trong ban quan tri.

(3) Chuyén “lgi” nhung khong chuyén “quyén”, vi

vay nguoi dugc chuyén nhuong hoan toan

khong c6 trach nhiém gi truc tiép trong viéc diéu

http://tieulun.hopto.org



hanh cong ty.

Cong ty Hyundai cia Han Quoc la thi du cu thé

cua truong hop (1), nguoi sang lap la ong Y.J. Chung
chuyén giao ca “quyén” lan “lgi” cho cac ngudi con va
ho dang tryc tiép dieu hanh céng ty. Ong Li-Ka Shing &
Hong Kong, mot trong 5 nguwdi gidu nhat chau A ciing
Chuyén giao, ké thira/Transfer, succession
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vay. Hai ngudi con trai ctia 6ng da dugc dao tao dé
ndm gift cac trach nhiém quan tri, diéu hanh cong ty. O
My, hinh thitc thit nhét it pho bién hon va da s6 theo hai
hinh thitc sau.

Nghe tén Wal-Mart, ngudi ta thuwong nghi rang gia

dinh ho Walton con lam chui. Nhwng trén thuyce t€, ho chi
c6 khoang trén duwdi 40% c6 phan trong cong ty. Sau
khi ngwdi cha mat, ca gia dinh may anh em chi dinh mot
nguoi dai dién lam cha tich hoi dong quan tri va tat ca
cong viéc diéu hanh déu dugc giao cho cac chuyén gia
quan ly. Gia dinh Rockefeller mot thoi giau nhat nwdc

My hién nay chi nam khoang 2% c6 phan trong céac

http://tieulun.hopto.org



cong ty cua ho va ho hoan toan khong c6 trach nhiém
diéu hanh nao ca. Ong Rupert Murdoch - cht c4c cong
ty truyén thong 16n nhat thé gigi nhw Fox News, Star
TV... cling muon cho hai nguwdi con trai va con gai nam
quyén quan ly tap doan thwong mai cua 6ng theo hinh
thitc dau nhung cé vé khong thanh, bai 1€ hai ngudi con
ctia ong mai tuyén bé muon ty 1ap, khong muoén dinh liu
dén cong viéc caa cha.

Cha me & dau ciing vay, ai cling thuwong con, muon

dé lai sw nghiép cho con, nhirng muon la mot chuyén,
thue hién duge wéc vong ctia minh lai la mot chuyén
khac. C6 thé mot phan la quan niém vé xa hoi, vé kinh
doanh ctia cha me va con céi khac nhau (nguoi Au, M§
muon con cai minh ty 1ap cao hon), nhwng phan 16n

1a vi thue té cé nhiéu phite tap trong viéc thye hién y
nguyén cua cac bac lam cha me.

Muc dich chung cua viéc “cha truyén, con n6i” la dé

tao da diéu kién cho con céi dugce sung tic, théa man
v&i cudc song. Nhung viéc doi hoi ngwdi con noi nghiép

chwa chac da dem lai sy thoa man doi véi ngudi con.
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Tuc ngit c6 cau: “Cha me sinh con, Troi sinh tinh”. Phan
16n con céi cua doanh nhan khé gia cé cai nhin vé cudc
song, vé cong viéc khac véi cha me. Vi khong phai vat va
va lo viéc sinh k€, nguwdi con c6 nhitng ly twéng va muc
tiéu cudc song khac, c6 khi hoan toan khac so véi suy
nghi ctia cha me. Ep con néi nghiép cé thé 1am khd cho
con ma chwa chac da dam bao dwogc su sung tic lau dai.
Doanh nghiép & moi thoi ky c6 nhitng nhu cau phat
trién khac nhau, ké ca khi da tredng thanh van can sy
nang dong dé phat trién. Ngudi con chwa chac c6 du

kha nang va tam huyét duy tri si song con cta doanh
nghiép. Treong hgp nguoi con vura thich, vira ¢ du

kha nang quan ly co ngoi cia cha me dé lai la rat hiém.
Gia dinh Hyundai may man c6 cac ngwdi con vira tan
tuy vOi cong viéc ctia cha, vira chiu khé ho héi. Ong Li-
Ka Shing nguoi giau nhat chau A cfing ¢6 ging, nhung
hai ngudi con trai c6 vé khong dat tiéu chuan, lam an

thua 10. Bdo Wall Street Journal c6 mot bai viét ddc biét
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vé nhitng cong ty cha me va con cai lam chung, néu ra
rang phan 16n dang doanh nghiép nay déu cé van de
phtc tap. C6 nhitng cong ty cha hodc me lam cha tich
h6i dong quan tri, con lam gidam doc, nhung hai ngwoi
lai bat dong y kién nghiém trong, khong muon gap nhau,
chi lien lac qua email va nguoi thu ky.

Bill Gates la dién hinh cho mot trwedng phai khac

biét v4i dai da s6. May nam tredc day cé ngudoi phong
van ong khi 6ng c6 co con gai dau long. Khi dugc héi
rang c6 con gai nay co sé trd thanh nguwdi phu nit giau
nhat thé gidi khong, Bill Gates 1ap tic tra 10i diet khoat:
“Khong!”. Sau do6, 6ng tuyén bo la sé dé lai cho moi
nguoi con khoang 6 trieu USD ma thoi (tirc la khoang
1/10.000 tai san cta ong), va trong quang doi con lai,
Chuyén giao, ké thira/Transfer, succession
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ong sé tap trung hét tai san cia minh vao cac muc dich
tir thién, xa hoi.

Puogc biét Bill Gates da boé hon 29 ti USD (tw tong

s0 hon 60 ti USD tai san) vao quy ti* thién mang tén vg
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chong 6ng. Cling can biét rang Bill Gates khong phai la
trrong hgp duy nhat ma con cé nhiéu dai gia khac &
My tham chi khong dé lai cho con dong nao. Ho ly luan
rang, dé lai cho con cai mot so tién 16n 1a dem mot cai
hoa ngam cho con, lam cho con hw, ma con khéng hw
thi chdu cling hw. Va nhu thé thi tai séan sé “ddi nén ra
di” ma khong dé gi lai dugc cho doi ngoai tiéng xau.
Ho khuyén khich con cai tw 1ap va ho trg cho cac

hoat dong riéng cta con. Ong Henry Huang 1a mot nguoi
Hoa di cv qua My, thanh 1ap ngan hang Far East & Los
Angeles (cach day may nam da ban cho ngan hang

Sino Pac cua Dai Loan, c6 van phong ¢ Viéet Nam), ltc
dau muon theo truyen théng A chau, dé ngudi con trai
tiép tuc sy nghiép va rat chong doi viéc anh nay theo
du6i nganh viét van, viét kich ban. Dén khi ngudi con
noi tiéng véi nhitng vd kich nhuw Madame Butterfly thi
ong m@i mém long tai trg cho con ti€p tuc sy nghiép ma
anh ta da lya chon. Ong Huang méi qua doi, dé lai tai
san cho mot s6 phan khoa mang tén 6ng & cac truong

dai hoc va mot s6 chwong trinh xa hoi.

http://tieulun.hopto.org



234 v

Chuyén giao, ké thira/Transfer, succession
FATHER-TO-SON:

A CHALLENGING SUCCESSION PROCESS
“Having arrived”, accomplished business owners must
think about succession. If it is a family-owned business,
the question is how to groom owners’ children to

assume responsibilities and ownership.

Owneship involves two things: “authority” and “benefts”:
Transferring of ownership may involve either transferring
authorities, or transferring economic benefits, or both.
Succession in business has never been easy, whether

it involves outsiders or within the family. It requires
careful preparation with a clearly defined road map.
There were successful cases and not so successful

cases. One of the reasons for unsuccessful cases is

that the children don’t measure up to the demands of

the jobs; or they simply are not passionate about taking
over the family business and rather do something else.

More prevalent these days, the world richest men
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like Bill Gates and Warren Buffet plan to leave for

their children only a very small fraction of their net
worth and will spend mostly on charitable and social
activities. They believe that giving too much money to
the following generations would more likely harm them,;
and that it is socially irresponsible to forced it on the
children to assume ownership if they are not willing and
able and would end up hurting the business.

Chuyén giao, ké thira/Transfer, succession
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7 NAM PE PAO TAO

NHA TU VAN GIOI

KOICHI HORI

Duéi ddy la phan chia sé cua Tién si Koichi Hori

- Sang Idp vién va la Chu tich Dream Incubator Japan

- do Ban Bién tdp phéng van nhan dip ky két hop tdc
chién luoc voi L&A.

Véi tw cdach la mot nha tw van chuyén nghiép, 6ng

hdn da gdp va néi chuyén vdi rat nhiéu céng ty Nhdt

dang kinh doanh tai Viét Nam, 6ng nhdn thdy dau la van
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dé nhdn sy 16n nhdt ctia ho? Ong nghi chiing ta cé thé
lam gi dé giup do cdc doanh nghiép Nhdt gidi quyét cdc
van dé noi trén? Goi y ctia 6ng?

Tdi cho rang diém khac biét nam & cach dung

nguoi cua nguwoi Nhat. Ho ludn quan niém nhan luc

la xwong song ctia mot cong ty va viéc tim kiém va boi
duwdng nhitng tai nang tré la mot trong nhitng nhiém

vu quan trong hang dau. Cac cong ty Nhat Ban tai Viét
Nam thuwdng gap phai mot s6 van dé chung dé thu hut
nhan tai Viét vi ho c6 nhitng han ché trong viéc tiép can
nhitng ngwdi nay. Nguwoi Nhat hwéng t6i sy cam két

lau dai trong cong viéc trong khi nhitng nguoi Viét tré
236 v
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tudi c6 nang lyc hién nay c6 xu huéng thay doi cong
viéc ctia ho mé6t cach thwong xuyén. T6i cho rang diéu
nay khong tot cho sy phat trién ctia nguwdi lao dong vi
st hoc hdi ctia ho trong cong ty sé bi han ché. Cung lic
dé, cong ty cling khong thé cé dugc sy dong gop tot

nhat tir phia nguwdi lao dong néu nhw ho khong mudn
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gan bo 1au dai vGi cong ty. Vdi y kién cho rang sy khac
biét trong ng6én ngit va van hdéa Viét -Nhat khién cong ty
Nhat khé c6 thé tim duge ngudi ngudi phu hgp cho yéu
cau cua minh, to6i nghi ca hai bén can tim hiéu vé van
héa ctia phia bén kia. Diéu nay dong nghia véi viéc cac
cong ty Nhat ciing phai tim hiéu va ton trong van héa
cta Viét Nam. Chi nhuv vay ho méi c6 dugce su gan két
v0Oi nguoi lao dong Vieét.

Nhu ngai da c6 lan néi, phdi mdt it nhdt 7 ndm

dé dao tao nha tw van gioi. Xin ngai hdy chia sé kinh
nghiém xdy dung Dream Incubator tré thanh mét cong
ty tw vdan hang dau?

Nhan dip nay toi ciing chia sé mot s6 “bi quyét” sau

34 nam lam tw van va gan 15 nam cheo 1ai con thuyén
Dream Incubator (DI) tr@ thanh mot trong nhitng cong
ty tw van uy tin hang dau cua Nhat Ban. Dé thyc hién
héa dugc nhitng c6t moc dang ghi nhé do, toi tin rang
doi ngli tv van vién cta DI 1a nhan t6 quan trong nhat.
Chinh vi vay ma t6i rat quan tam phat trién doi ngti ké

can ctia minh. T6i cho rang, théng minh va hiéu biét
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rong la nhitng diéu kién can ctia mdt tw van vién. Kha
nang phan tich sé gitp ich nhiéu cho ho trong sy nghiép
sau nay. Nhung diéu kién da ctia mot tw van vién gioi
chinh la sy am hiéu vé khach hang, tham chi ca vé doi
tht néi chung. Am hiéu twong tan cac van dé cua khach
hang 1a bi quyét tao nén mot tw van vién hang dau. Sé
Chuyén giao, ké thira/Transfer, succession
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tron 15 tudi vao ngay mung 1 thang Sau nay va mac

du toc do phat trién caa DI khong qua nhanh nhung

v&i phvong cham “cham ma chac”, cong ty da khang
dinh dugc thuwong hiéu cling nhw triét 1y “Kién tao kinh
doanh” (Business Producer) doc dao ctia minh. Quan
trong hon ntta la DI khong danh gia nhan viéen dva trén
goc nhin ngan han vi t6i quan niém rang kha nang hoc
héi ciia moi ngwoi khac nhau. C6 nhitng ngudi hoc hoi
rat nhanh trong thoi gian ngan nhung sau do khong phat
trién thém dugc nita va ngwoc lai, c6 ngwdi cham hon
nhung phat trién déu theo thoi gian. Vi thé DI danh gia

nang luc cua nhan vién trong ca mot qua trinh lam viéc
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lau dai hon la voi va dwa ra két luan trong ngan han.

Toi cling danh gia cao tinh dong doi trong cong viéc.
Mot ngudi lam viéc tét véi nhém sé tién bo nhanh trong
cong viéc. Van phong DI & thanh ph6 H6 Chi Minh nhw
mot vi du minh hoa cho tam nhin dai han caa DI. Trong
4 nam dau tién hién dién ¢ Viét Nam, van phong DI gan
nhw khong lam gi ngoai trit viéc di khap noi tim hiéu va
tham quan cac céng ty ¢ day nhu mot cach dé hoc vé
van hoéa va moi truong kinh doanh dia phwong. Cong ty
tat nhién cling khong c6 mot hgp dong nao trong vong

3 nam dau tién va co6 nhiéu y kién phan doi ngay ca tw
trong noi bo. Nhuwng t6i van c6 niém tin vao y twdng dem
DI sang Viét Nam. Bay gio thi van phong DI & thanh pho
Ho6 Chi Minh 1a mét trong nhitng cong ty con thanh cong
nhat cta DI & nwdc ngoai va sé duge 1ay lam hinh mau
cho cac van phong khac ma DI sé mé& & cac quéc gia.
Toi tin rang dé lam duwgc diéu dé can c6 mot tam nhin
dai han ma DI da lam rat tot chuyén nay. “Dé c6 mot
twong lai twoi sang mot nguwoi phai co tri twdng twgng

bén canh sy quyét dodn va dac biét la phai tranh theo
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dudi nhirng lgi ich trong ngan han.”
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Tinh hinh bién Péng cdng thdng lam gan két thém

moi quan hé Viét-Nhdt? Ngai cé dong y véi quan diém
trén khong? Néu duoc tré lai 20 tudi, liéu ngadi co sang
Viét Nam Idp nghiép khong? Tai sao co va tai sao
khong?

Vi cau hoéi vé cang thang trén bién Bong va viéc

Nhat Ban cung Viét Nam dang xich lai gan nhau toi tuyét
do6i ting ho viéc nay. T6i cho rang Viét Nam va Nhat Ban
c6 rat nhiéu diém twong dong vé con ngudi va lich st
chong gidc ngoai xam. Do do, viéc hai nudc thiét 1ap
mot moi quan hé than thiét 1a hoan toan hgp 1y va kha

di. Thuec té thi Nhat Ban hién nay dang la quoc gia ho

trg von ODA cho Viét Nam nhiéu nhat. Toi cling ggi y
vé s hgp tac tich cuc hon nita gitta Nhat Ban va Viét
Nam cling cadc nudc Dong Nam A khac dé chia sé thong
tin cling nhw hgp tac kinh doanh lién quéc gia. Trén tinh

than do, néu tré lai 20 tudi toi van sé sang Viét Nam khai
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nghiép vi toi thich van hoa va con nguoi Viét Nam. Va
hon nita ¢ Viét Nam hién nay cé rat nhiéu co hoi cho
tat cd moi nguwdoi. Tuy nhién c6 mot thuc té la khong ai
c6 thé tré lai va trong twong lai gan DI bén Nhat con rat
nhiéu van dé dang cho toi giai quyeét.

Nhirng bai hoc nao cac cong ty Viet Nam nén hoc

hoi tur cac cong ty Nhat?

Toi tw hao la mot trong so it nhitng chu tich cia

mot cong ty niém yét trén san chitng khoan Tokyo dén
Viét Nam rat nhiéu lan, gap g& vdi trén 100 cha doanh
nghiép cac cong ty ¢ Viét Nam. Toi thira nhan minh da
hoc dugc rat nhiéu diéu tir nhitng cudc gap go dé. Trén
tinh than am hiéu thi trudng cling nhw cac cong ty Viét
Nam, t6i nghi cac cong ty Viét c6 thé tham khao mot s6
triét 1y cua cac cong ty Nhat Ban: 1) Cac cong ty Viét
Chuyén giao, ké thira/Transfer, succession
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Nam dang chu trong qua nhiéu vao nhitng 1gi ich ngan
han. Chang han nhv mé6t cong ty cao su khi lam an t6t

lai dau tu vao bat dong san trong khi khong tiép tuc day
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manh hon nita mang kinh doanh chinh ctia minh. Cac
cong ty Nhat Ban thuong tap trung vao cong viéc kinh
doanh chinh ctia ho va tap trung vao dau tw dai han thay
vi dudi theo nhitng 1gi ich treéc mat (6 day bao gom ca
dau tw vao con ngudi.) 2) Cac cong ty Nhat Ban theo
dudi triét ly vé mot cong ty — gia dinh. Cac thanh vién
trong cong ty déu nén cé cam giac than thiét va muon
cong hién hét minh cho coéng ty. Tuy la cha tich mot
cong ty 16n nhung khong c6 nhiéu khoang cach gitra

toi va nhan vién, “néu nghi trrra dwgc c6 30 phait thi toi
cling an McDonalds nhu tat cd moi nguwdi khac”. 3) Cac
cong ty Nhat Ban thwong wu tién nam kinh nghiém cua
nhan vién. Nhung t6i cho rang cac nhan vién tré va co6
nang luc cling phai c6 co hoi dugce thang tién nhanh
trong mot cong ty. Diéu nay tao dong lwc cho moi ngudoi
cO gang phat trién.

Néu la doi tdc cua L&A, 6ng c6 nghi L&A nén sdt

nhdp vao mot cong ty nhdn sw Nhat dé doi ldy svw phat
trién nhanh hon?

Tdi cho rang khong nén, thay vao do, tim kiém mat
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d6i tac chién lwge v6i mot cong ty cia Nhat 1a mot Iya
chon khon ngoan hon. Qua dé L&A ciing c6 thé phat
trién nhanh hon va manh hon. T6i cting nhan manh nén
tim d6i tdc Nhat vi ho gan giii véi van hoa Viét Nam hon
1a nhitng ddi tdc M§ hay chau Au khac.

Ong sé néi gi v6i chinh phu Viét Nam vé dé tai phdt
trién nguén nhan lvc va tdng ndng sudt lao dong?
Nguwoi Viét rat khéo 1éo va cham chi, d6 1a cAm nhan
240 v
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cua toi khi dugc hoi cho 16i khuyén danh cho chinh phu
Viét Nam vé phat trién dao tao nhan Iyc cho Viét Nam.
Nhung khéo 1éo va cham chi la chwa da. Co 1€ chinh
phu Viet Nam va Nhat Ban nén hgp tac sau hon nita,
chang han nhu mé@ mét treong dao tao lién két gitra 2
chinh phu. Gido vién la sy két hgp giita 2 quoc gia. Hoc
sinh sé dugc mién phi hoc phi dwgc chi trd béi nguon
von ODA va sé tra lai dan sau khi t6t nghiép.

Chuyén giao, ké thira/Transfer, succession
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7 YEARS TO TRAIN A GOOD

CONSULTANT

KOICHI HORI

Hereunder is the sharing by Dr. Koichi Hori - Founder
and President of Dream Incubator Japan - interviewed
by Edting Team on the occassion of singing the strategic
partnership agreement with L&A.

As a professional consultant, you must have met and
talked to many Japanese companies doing business in
Vietnam. Which is their biggest HR problem? What do
you think we can do to help them solve the problem?

Any suggestions?

I think the difference lies in the way Japanese employ their
people. They always keep in mind that human resource
are the backbone of the company and to look for and train
the young talents is one of the top priorities. Japanese
companies in Vietnam often have some common
problems in attracting good Vietnamese employees
because they face with limitation in approaching them.

The Japanese tend to acquire a long —term commitment
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while the young competent Vietnamese now change
242 v
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their jobs quite frequently. I don’t think this is good for
their development as their learning in the company will
be restrained. At the same time, companies cannot

have an employees benificial contribution if they don’t
want to stay for a long time. As for the viewpoint that
the differences in Vietnamese and Japanese languages
and cultures make it hard for Japanese companies to
find the right people for their needs, in my opinion, both
sides should learn more about each other’s culture.

This means that Japanese companies also need to
understand and respect Vietnamese culture. Only then
can they obtain the connection to Vietnamese laborers.
As you once said, it takes at least 7 years to train a good
consultant. Can you share your experience making
Dream Incubator a leading consulting company?

I’d like to take this chance to share some “secrets”

of 34 years’ consulting career and almost 15 years’
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leading Dream Incubator (DI) to become one of the
top consulting companies in Japan. To realize those
memorable keystones, to my belief, DI’s consultants
are the most important elements. That’s why I am keen
on developing the succeeding team. I think intelligence
and wide knowledge are necessary for a consultant.
The ability to analyse is very helpful for them in their
career. But the adequate condition of a good consultant
is the understanding of customers, even competitors in
general.

Being knowledgeable of customers’ issues is a secret
that makes a leading consultant. To be 15 years old
this June 1st, DI has affirmed our brand name and
Chuyén giao, ké thira/Transfer, succession
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the unique philosophy of “Business Producer” under
the motto of “slow but firm” development despite the
speed is not very fast. More importantly, DI does not
evaluate our staff based on a short term perspective

due to our conception of different individual learning
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capacities. Some learn very fast but to a certain extent
cannot develop further, while others more slowly but
carry on steadily over time. Therefore, DI assesses

the staff’s capability over a long working period rather
than reaching a quick conclusion after a short time. I

also appreciate teamwork spirit at work. Those who

can work well with the team will make good progress

in their job. DI’s office in HCM city is an illustration for
DI’s long-term vision. In our first four years’ presence in
Vietnam, DI officers almost did nothing but going around
and visiting companies there as a way to learn the local
culture and the business environment. Of course, the
company did not have any contracts during the first

three years and objections came up from inside. But I

still believed in bringing DI to Vietnam. Now, DI’s office
in HCM city is one of the most successful DI’s abroad
affiliates and will serve as a model for other new offices
in other countries. I am sure this can only be done with

a long term vision, which is well managed by DI. “To

have a bright future, one must have imagination side by
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side with decisiveness and avoid pursuing short term
benefits in particular.”

The hot situation in the East Sea has strengthened the
Vietnam-Japan relationship. Do you agree with this
viewpoint? If you were 20 years younger, would you
come to Vietnam to start your business? Why or why
not?

244 v
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To answer the question about the tense situation in the
East Sea which brought Japan and Vietnam closer to
each other, I am absolutely agree with this viewpoint. I
think that Vietnam and Japan have a lot in common in
terms of people and a history against foreign invaders.
Consequently, it is definitely logic and possible for

the two countries to build a relationship. Japan is the
biggest ODA capital provider to Vietnam. I also want to
promote a more positive cooperation between Japan
and Vietnam and other ASEAN nations for information

sharing and transnational business. In that spirit, if I
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were 20 years younger, | would come to Vietnam to start
my business as I love Vietnamese culture and people.
Besides, there are variety of chances for everyone in
Vietnam. However, I cannot become young again, and
in the near future DI in Japan has plenty of issues waiting
for me to deal with.

Which lessons should Vietnamese companies learn

from Japanese ones?

I am proud to be one of the few presidents of listed
companies in Tokyo stock exchange frequenting

to Vietnam and meeting with over 100 business

owners in Vietnam. I admit to have learnt a lot from
those meetings. To my knowledge of the market and
Vietnamese companies, Vietnamese companies can

refer to some philosophies of Japanese ones as follows:
1) Vietnamese companies are paying too much attention
to short term benefits. For example, a rubber company,
after doing good business, turns to invest into real estate
while leaving their main business under exploited.

Japanese ones often focus on their main business and
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long-term investment instead of pursuing the short-

term benefits (including investment into their people). 2)
Japanese ones are keen on a philosophy of company —
family. Members are really close to each other and want
to contribute their best to the company. Despite being
the President of a large company, I hardy have much
distance from my staff, “for the 30 minutes’ lunch time,
I’ll have McDonalds like everyone else.” 3) Japanese
companies often promote seniority but I myself think
young competent staff must have the chance to fast

step onward the scale. This gives them motivation to
develop themselves.

If you are L&A'’s counterpart, do you think L&A should
merge with a Japanese HR company to have a faster
development?

I don’t think so. Instead, it is wiser to look for a strategic
Japanese counterpart. Then L&A can develop faster

and more strongly. I put more emphasis on partnering
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with a Japanese company as they are more familiar
with Vietnamese culture than American or European
counterparts.

What will you talk to Vietnam Government about
developing the human resources and increasing labour
productivity?

Vietnamese people are clever and hard working in

my opinion if I am asked to give advice to Vietnamese
government to develop human resources. But that is
not enough. Perhaps Vietnam and Japan governments
should have more profound cooperation, opening a joint
training school, for instance. There could be lecturers
246 v
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from both countries. Students will be exempted from
school fee thanks to the ODA fund and will pay back
after their graduation.

SO LUQC VE NHOM TAC GIA
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ONG ALAN PHAN
Tién si Alan Phan hién la Sang lap vién ctia Alan Phan Associates (APA) c6

tru s& tai California va Hong Kong, chuyén vé hoat dong M&A lién luc dia
va

tw van chién luge kinh doanh toan cau. Ong titng diéu hanh qu§ Viasa Fund
tai Hong Kong chuyén dau tuw vao thi treong Trung Qudc (2002 - 2008) va la
Sang 1ap vién kiém CEO cta nhom cong ty Hartcourt, cé 7 cong ty con vé IT

tai Trung Quoc (1995 - 2002). Ngoai 43 nam trai nghiém kinh doanh khap
thé

gidi, Ong con 1a giang vién thinh gidng ctia vai dai hoc M¥ va Trung Quéc;
la tac gia cta 11 cudn sach vé kinh té-xa hdi ctua céc thi truong méi ndi va
viét bai cho gocnhinalan.com ctng nhiéu tap chi kinh t€ noi tiéng khac. Tién
si Alan Phan tot nghiép Ky su (BS) tai Pennsylvania State University (MY),

Thac si (MBA) tai American Intercontinental University (My) va Tién si
(DBA)

tai Southern Cross University (Uc).

ALAN PHAN (MR.)

Dr. Alan Phan is the Founder of Alan Phan Associates (APA) based in
California and Hongkong, working in M & A and global business strategy

consultancy. He used to run Viasa Fund in Hongkong to invest in China
(2002

- 2008), founded and served as CEO for Hartcourt Group of 07 affiliates in
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China (1995 - 2002). Besides 43 years’ experience in global business, he

is also a Lecturer to some American and Chinese universities; and author

of 11 socio-economic books about new emerging markets and writes for
gocnhinalan.com and many other famous business magazines. Dr. Alan

Phan obtained his BS from Pennsylvania State University (USA), MBA from
American Intercontinental University (USA) and DBA from Southern Cross
University (Australia).

ONG HUY NAM

Ong Huy Nam hién 1a Chuyén vién Kinh t& Tai chanh Chitng khoan - Chuyén

gia tw van doc lap — DPai dién Nienstedt GmbH (DPtrc) tai Viét Nam — Trong
tai

vién Trung tdm Trong tai Quéc t& Viét Nam (VIAC).Ong c6 nhiéu nidm kinh
nghiém lam tu van cho cac tap doan 16n nhw Tap doan Nam Long NLG,
SACOM, Co Dién Lanh REE,... Ong la Gidng vién va Dién gia khach moi
theo chuyén dé tai nhiéu noi va la mét cay bt rat sung sitc vdi 11 dau sach,
500 bai viét trén cac bao va tap chi kinh té va tham gia nhiéu an ban cung
cac tac gia khac.

So lwgc vé nhom tac gia
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HUY NAM (MR.)

Huy Nam is an Expert in economics-finance-stock exchange, Independent
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Consultant, Representative ofNienstedt GmbH (Germany) in Vietnam,
Referee of the Vietnam of International Arbitration Centre (VIAC). He has
delivered consultancy to major companies as Nam Long Group (NLG),
SACOM, REE...He is frequently invited as Lecturer and Guest Speaker for

specific topics and is a prolific writer with 11 books, over 500 articles on
business magazines and newspapers and many other co-writing publications.

ONG KOICHI HORI

Tién si Koichi Hori sang 1ap Dream Incubator Inc. (Nhat Ban) tit nam 2001
va

hién 1a Chu tich kiém Téng giam déc ctia Cong ty. Trudc dé6 Ong 1a Chu tich
ctia Boston Consulting Group Japan (“BCG”) su6t 11 ndm va da cé nhitng
thanh tich dang ké trong viéc tw van chién lwge kinh doanh va ho trg trién
khai trong nhiéu nganh nhu tai chinh, cong nghé cao, hang tiéu dung va giai
tri. Ong ciing 1a tac gia ctia 57 dau sach khac nhau. Tién si Hori t6t nghiép

Ct nhan Luat, Pai hoc Tokyo va MBA loai wvu ¢ Truong kinh doanh
Harvard,

lam ludn an Tién si tai Pai hoc Newport Asia Pacific.

KOICHI HORI (MR.)

Dr. Koichi Hori, Founder of Dream Incubator Inc. (Japan), has been serving
as Chairman and Representative Director of the Company since 2001.

Previously, he was President of the Boston Consulting Group Japan (“BCG”)
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for 11 years where he formulated numerous business strategies and provided
implementation support in many sectors, including finance, high tech,
consumer goods, leisure and amusement industries. He is also the author

of 57 books. Dr. Koichi Hori graduated from the Faculty of Law, University
of

Tokyo, received an MBA with High Distinction from Harvard Business
School

and PhD from Newport Asia Pacific University.
BA LE NGOC TRAM
Ba Lé Ngoc Tram nguyén la Giam doc Phat trién kinh doanh Cong ty Le &

Associates (L & A). Ba c6 hon 15 nam kinh nghiém trong linh vuc quén ly
ban

hang, Marketing va dich vu khach hang tai nhiéu cong ty thuéc nhitng nganh
cong nghiép khac nhau tir sdn xuat dén dich vu. Ba t6t nghiép Thac si Quan
tri kinh doanh ctia Pai hoc Oxford, duwgc dao tao va dat duge nhiéu chirng
chi chuyén mon khac trong lanh dao va quan ly.
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LE, NGOC TRAM (MS.)

Le Ngoc Tram is a former Business Development Director at Le &
Associates

(L & A). She has over 15 years experience in sales, marketing and customer
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service management at different companies of various industries from
manufacturing to service. Le Ngoc Tram acquired Master degree in Business
Administration from Oxford University and gained many other professional
certificates in leadership and management.

ONG LE NGUYEN MINH QUANG

Ong Lé Nguyén Minh Quang 1a Téng Gidm déc Cong ty Bachy Soletanche
Viét Nam chuyén vé xay dung nén mong va cong trinh ngam tiw 2001 dén
nay sau 5 nim gitt cac vi tri quan 1y cao cdp khac. Ong t6t nghiép Tién si
xdy dung tai truong dao tao ky su danh tiéng ctia Phap - Ecole Centrale
Paris, Thac si quan tri hanh chinh cong tai truong Quan ly cong Ly Quang
Diéu (Singapore) va Truong Hanh chinh cong Kennedy - Pai hoc Harvard
(M3). Ong ciing da déng gop thing thin cho nhitng van dé néng cua dat
nuwéc, cia thanh pho trong vai tro dai bieu HDND TP. H6 Chi Minh nhiém
ky 2004 — 2009 va tirng la Ph6 Chu tich Hoi Doanh nhéan Tré Thanh phé H6
Chi Minh (2003).

LE, NGUYEN MINH QUANG (MR.)

Le Nguyen Minh Quang has served as General Director of Bachy Soletanche
Vietnam specializing in foundation and underground works since 2001 after
05 years at other senior management positions. He graduated with a PhD

in Civil Construction from the well-known Ecole Centrale Paris, Master of
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Public Management at Lee Kuan Yew School (Singapore) and the Kennedy
School of Public Management — Havard University (U.S.A). He also served
with distinction as a Member of HCMC Municipal Council and as Deputy
Chairman of Young Businessmen Association of Ho Chi Minh City in 2003.
ONG NGO PINH PUC

Ong Ngb Pinh Dtic 1 c6 dong va hién 1a Téng Gidam Péc Cong ty Le &
Associates (L & A). Ong 1a nhan t6 quan trong trong viéc din dét va phat
trién 6n dinh ctia Cong ty trong 5 nam qua vé6i téc do tang tredng doanh thu
hang nam 150% dé tr¢ thanh mdt cong ty hang dau tai Viét Nam vé giai phap
nhan lyc toan dién. Véi tw cach 1a Tw van trwdng, Ong da truc tiép chi dao
thanh cong nhiéu dy an vé tw van trién khai Thé diém can bang (Balanced
Scorecard) va quan tri nhan luc cho cac cong ty 16n tai Viét Nam. Ong Ngo
So lwgc vé nhom tac gia
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DPinh Dtic t6t nghiép Ctr nhan DPién hé thong, Pai hoc Sw Pham Ky Thuat TP.
H6 Chi Minh va Ct nhan Quan tri kinh doanh, Pai hoc M@ TP. HCM.

NGO, DINH DUC (MR.)

Ngo Dinh Duc is a shareholder and serves as General Director of Le &

Associates (L & A). He is the key factor leading the stable growth of the
company during the last 5 years at the annual rate of 150% to become a top

supplier of total human resource supplier in Vietnam. As Lead Consultant,
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he was in charge of the delivery of many successful consulting projects

in Balanced Scorecard deployment and human resource management
consulting for big companies. He obtained a BS of System Electrics at
Technical Training University of Ho Chi Minh City and a BA in Business
Management at the Open University of Ho Chi Minh City

ONG NGUYEN PUC HUNG

Ong Nguyén Piic Hung hién 1a Gidm déc Dich vu Thué ngoai nhan lyc cia
Cong ty Le & Associates (L & A). Ong Hung c6 gan 14 nam kinh nghiém
trong Quan tri Nguoén Nhan luc cho cac tap doan da qudc gia va c6 von dau
tw nwdc ngoai. Kinh nghiém thuee tién tir vai tro Doi tac Nhan sy (HRBP) tai
cac nha mdy da gitip Ong dé xuat nhidu giai phap thong minh va thanh cong
trong viéc gidi quyét bai toan nhan lyc cho cong ty khach hang cia L & A
theo m6 hinh d6i tdc BPO chién lwge dinh huwéng San xuat Tinh gon (LEAN).
Ong Nguyén Bitc Hung t6t nghiép Thac st QTKD trudng Columbia Southern
University (CSU), Ct* Nhan Anh Van Truong Pai hoc Khoa hoc Xa hoi &
Nhan van Tp. H6 Chi Minh.

NGUYEN, DUC HUNG (MR.)

Nguyen Duc Hung is Director of Staffing & Outsourcing Service at Le &
Associates (L & A). Hung has 14 years experience in human resource

management for multinational and foreign-invested companies. His practical
experience as a human resource business partner (HRBP) at manufacturing
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factories helps him to come up with smart solutions and succeeded in solving

the human resource issues for L. & A clients under the model of LEAN-
oriented

strategic BPO partner. Nguyen Duc Hung obtained a MBA at Columbia
Southern University (CSU) and previously BA in English at University of
Humanity & Social Sciences of Ho Chi Minh City.
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ONG NGUYEN TAN KY

Nguyén Tan Ky la mot doanh nhan va la cay but dwgce yéu mén. Cac bai

bao va bai viét ctia anh dwgc tap hgp tai Blog http://sotayqt.blogspot.com/
index.html.

NGUYEN, TAN KY (MR.)

Nguyen Tan Ky is a successful entrepreneur and also a well-loved writer. All
his articles and other writings are gathered at Blog http://sotayqt.blogspot.
com/index.html.

ONG PAUL BROWN

Tién si Paul Brown, Gido st vé Khoa hoc than kinh (tng dung trong t6 chitc
tai Trwong kinh doanh Monarch (Thuy Si). Truwdc day ong tirng la Giao sw
thinh gidng b6 mon Khoa hoc than kinh t6 chic tai Trwong dai hoc

SouthBank
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¢ Luan B6n va b6 mén Tam ly hoc Ca nhan va To chitc tai Trwong Luét
Nottingham (Anh Qudc). Hién tai 6ng la Gidng vién danh dy cia Trwong
Fulbright Viét Nam va van duy tri cong viéc tw van qudc té tai Chau Au, My
va bong Nam A. Ong da viét 05 quyén sach, trong dé cé quyén “Tam Iy hoc
than kinh danh cho Nha c6 van — Nhirng thau hiéu can ban” (2012), va la tac

gid ctia nhiéu bai bao va tai liéu hoc thuat va quan tri, ké cd chuyén muc
Brain

Gain cua tap chi chuyén vé thuat quan tri la Developing Leaders.

PAUL BROWN (MR.)

Dr. Paul Brown is Faculty Professor of Organizational Neuroscience,
Monarch Business School (Switzerland). He was previously Visiting
Professor in Organizational Neuroscience at London South Bank University
and in Individual and Organizational Psychology at the Nottingham Law
School (UK). He is now an Honor Faculty Member of Fulbright Vietnam and
still maintains an International Consulting Practice in Europe, America and
South East Asia. He has written five books, including “Neuropsychology for
Coaches: understanding the basics” (2012) as well as many academic and
management materials and articles, in particular Brain Gain Column for the
management journal Developing Leaders.

BA PHAM THI MY LE

Ba Pham Thi My Lé sang lap va la Chu tich HDQT ctia Cong ty Le &
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Associates (L & A) chuyén cung &ng giai phap nhan lyc toan dién sau 6 nam
lam quén ly cho céc tap doan da qudc gia va tong cong ty nha nwdc. La mot
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doanh nhan ndng dong trong khdi nghiép, ba da gat hai thanh cong lan that
bai trong nhiéu linh virc khac nhw phét trién phan mém, mang xa hoi, dich vu
tiép thi va gido duc dao tao. Ba la dong sang lap va tham gia tich cyc trong
Ban thwong tri'c mot sO Hoi doanh nhan hang dau tai Thanh phé H6 Chi
Minh. La tht khoa Cit nhan Anh ngit ctia Pai hoc St pham Hué, Ba Pham
Thi My Lé sau dé lay bang Ctt Nhan Quan Tri Kinh Doanh tai Pai hoc Mé&
TP. HO6 Chi Minh.

PHAM, THI MY LE (MS.)

Pham Thi My Le founded and has been Chairwoman of Le & Associates (L
&

A) supplying total turnkey human resource solution after 06 years’ working
at

senior management level for multinationals and state-owned corporations. As
a

dynamic entrepreneur, she has experienced both succeeded and failed in
some

other industries: Software Development, Social Media, Marketing Operation,

Education and Training. She is also a Co-Founder and participates actively
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in the Standing Executive Board of some leading business associations in Ho

Chi Minh City. Graduating as valedictorian with a BA in English at
Teachers’

Training College of Hue, Pham Thi My Le also obtained a BA in Business
Management at the Open University of Ho Chi Minh City.

ONG TED NUYEN

Ong Ted sang 1ap va 1a Chu s& hitu ciia Cong ty OPAL, mdt cong ty tai ché
muc in & Viét Nam tir ndm 1996. Trude do, Ong c6 17 nam kinh nghiém
lam viéc tai cong ty IBM (Hoa Ky) trong linh virc ban hang, quan ly tiép thi,
phat trién kinh doanh va quan ly san pham tai My va cac thi treong Quéc
té. Thanh tich noi bat cua 6ng la viéc ma ra cac co hoi kinh doanh mdi,
phat trién quan hé khach hang va quan 1y cac méi quan hé véi cac bén thi
ba. Ong t6t nghiép Ctr nhan va Thac si tai Pai hoc Case Western Reserve
chuyén nganh Thiét ké Hé thong & Diéu khién.

TED NUYEN (MR.)

Ted Nuyen founded and has owned OPAL Inc., a laser and inkjet cartridge

remanufacturing company in Vietnam since 1996. He has 17 years
experience

with IBM (U.S.A) in sales, marketing management, business development
and product management covering US and international markets with

proven records of building new business opportunities, customer relations,

http://tieulun.hopto.org



and managing third party relationships. He obtained his BS and then MS in
Systems & Control Engineering at Case Western Reserve University.
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ONG TRAN BANG VIET

Ong Tran Béng Viét 1a ¢6 dong va 1a Phé tong giam doc Cong ty Le &
Associates (L&A). Ong c6 kinh nghiém hon 12 nim tham gia diéu hanh cac
cong ty dau nganh véi nhiéu van héa doanh nghiép va mé hinh hoat dong
khac nhau. Ong da dan dit va déng gép quan trong vao thanh céng cia hang
chuc dy an thay doi t6 chitc va chién lwgce phat trién cho doanh nghiép khach
hang. Ong ciing hoat dong tich cuc trong Ban chap hanh Hoi doanh nhan tré
Tp. H6 Chi Minh va la Phé Chu tich thuong trec Lién doan cac Nha lanh dao

va Doanh nhan tré toan cau tai Viét Nam (JCI Viét Nam). Ong Viét tot
nghiép

loai gidi chuwong trinh Thac si Quan tri kinh doanh qudc té€ Viét Phap
(CFVG),

dong thdi cé nhiéu chitng chi quoc té vé lanh dao va tw van quan ly.

TRAN, BANG VIET (MR.)

Viet Tran is shareholder and Deputy General Director at Le & Associates
(L&A). He has more than 12 years’ experience at executive level of industry-

leading companies of different business culture and operating models. He
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has managed a dozen of organizational change projects for L&A clients. He

has actively taken part in the Executive Board of Young Business
Association

of Ho Chi Minh City and acts as National Executive Vice President of JCI
Vietnam (Junior Chamber International - Vietnam). He obtained his an
MBA at CFVG, and many other international certificates in leadership and
management consultancy.

ONG TRAN Si CHUONG

Ong Tran ST Chwong 1a c6 dong va 1a Phé cha tich HDQT ctia Cong ty Le
& Associates (L & A). Ong 1a mot chuyén gia tw van quan ly va dau tw véi
20 nam kinh nghiém hoat dong & M¥ va cac nuwdc Chau A. Trude khi lam
Giam do6c diéu hanh cia Céng ty tw van quoc té James Riedel Associates
(Hoa Ky) tai Viét Nam (1995 — 2005) 6ng Chuwong da tirng phuc vu tai Quoc
h6i Hoa Ky, la thanh vién Ban c6 van cac van dé ngan hang va cung ltc la
Tro ly Lap phap vé Ngoai giao va Ngoai thwong ¢ Ha vién Quéc hdi Hoa
Ky. Ong t6t nghiép Truong K§ su tai Pai hoc Berkeley, Trudng Kinh té va
Chinh tri hoc Luan B6n va Truwong Quoc té hoc Cao cap tai Dai hoc Johns
Hopkins.

TRAN, SI CHUONG (MR.)

Tran Si Chuong is a shareholder and Vice Chairman of Le & Associates (L
& A). He has been working as a management and investment consultant for
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over 20 years in the U.S. and Asia. From 1995-2005, he served as Managing
Director of the international consulting firm James Riedel Associates (USA).
Prior to that he had served as a professional staff member of the Banking
committee, US Congress, in Washington, D.C., responsible for economic,
banking and monetary issues. Mr. Chuong graduated from U.C. Berkeley,
London School of Economics and Political science, and the School of
Advanced International Studies (SAIS) at Johns Hopkins University.
TRUONG CHIi DUNG

Ong Trwong Chi Diing 14 ¢ dong va hién 1a Gidm d6c Nghién citu & Phat
trién ctia Cong ty Le & Associates (L & A). Ong c¢6 hon 30 nam kinh nghiém
tham gia va quan ly cac dy an cdp vung va cdp quoc gia vé gido duc, dao

tao k¥ thuat, thwong mai dién ti¥ va chinh phu dién tt. Ong quan 1y thyc hién
thanh cong cac du 4n vé Thé diém can bang va Quan tri nhan lyc cho nhiéu

khach hang 16n cta L & A. Ngoai ra, Ong con dich mot s6 sach vé kinh
doanh

va cong nghé thong tin, la mot tac gia truyén ngan va la mét hoa si cudi tuan
chuyén vé son dau va phan tién. Ong Diing c6 bing Ctr nhan Vat ly tai Pai
hoc Pa Lat va Thac si Quan tri kinh doanh tai Pai hoc Rushmore, Cayman
Islands (Vwong quoc Anh), loai hinh dao tao tir xa nam 2001 — 2003.
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TRUONG, CHI DUNG (MR.)

Truong Chi Dung is a shareholder and R & D Director at Le & Associates
(L & A). He has more than 30 years managing regional and national
projects in education, technical training, e-commerce and e-government. He
successfully managed and delivered many projects in Balanced Scorecard
deployment and human resource management consulting for L. & A major
clients. Besides being a serious R&D director, Mr. Dung is also a serious
painter, a prolific writer and translator of numerous international publications
in business management, human resources, Technologies... He received

his BS in Physics at the University of Da Lat and his MBA from Rushmore
University, Cayman Islands (UK), distance learning 2001-2003.
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